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ABSTRACT
The purpose of this study is to find out the
relationships between the search behavior, aspiration
level, the perceived nature of the problem and the
recommendation in the medium of instruction decision.
The basic theoretical framework is the bounded
rationality model which assumes that the decision maker
has imperfect imformation. The unit of analysis is the
search behavior of the principals in the aided
secondary schools in Hong Kong.
An initial survey was conducted to collect
information of the search behavior of the principals
and their recommendations. The principals, who
returned the questionnaire, were classified according
to their search behavior. Six principals with
different search behavior were selected for two
interviews. Questions in the first interview were
developed to collect information of the performance gap
and the nature of the problem as perceived by the
principal. The second interview consisted of
open-ended questions about the actual decision making
process of the medium of instruction decision.
The results of this study suggested that both the
perceived nature of the problem and the performance gap
had influences on the search behavior and the
recommendations of the principals. However, no
relationship was found between the search behavior and
the recommendations.
In view of the findings of this study, it is
recommended that the policy makers has to figure out
how to stimulate further search that will serve to
improve the quality of the final solution. They should
also understand what contributes to teachers' attitudes
and how these attitudes could be changed in order to
have a better implementation of the policy.
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1Chapter One: INTRODUCTION
Purpose of The Study
In May 1986, the Education Department of Hong Kong
sent a circular to government and aided secondary
schools asking them to decide when and to what extent
they would use Chinese as the teaching language.
Schools were requested to reply by the end of June and
later, the deadline was postponed till October 31,
1986.
The Education Department of Hongkong has made it
clear that it will not force any school to switch from
English to Chinese as the medium of instruction. Thus
the outcome and its impact on the secondary education
in the future will all depend on the choice of
individual school authorities.
Owing to the decentralized mode of decision
making, a spectrum of choices will be expected from the
local secondary schools. Before the principal makes
his recommendation to the School Management Committee,
he probably has to collect information from various
sources. Such activity is referred to in this study as
search behavior.
A problem must be recognized'and clarified before
a principal can start to resolve it. Problem
recognition may be a result of a performance gap, i.e.
the actual performance of the school falls short of the
aspiration level of the principal. Principals may
2perceive the problem differently and they adopt
different strategies to collect information. The
final recommendation of the principals may be affected
by the search behavior of the principal, the
performance gap and the perceived nature of the
problem.
The purpose of the present study is to find out
the relationships between the search behavior,
aspiration level, the perceived nature of the problem
and the recommendation.
Significance of the study
Aided secondary schools, in Hong Kong in general
enjoy a certain degree of freedom in determining how
the schools should be run. Whether educational
policies can be successfuly implemented therefore
largely depends on the individual schools. However,
there is very little knowledge about how decisions are
actually made in the school setting. This research on
the search behavior of the principal should then help
us to better understand the decision-making process in
local aided secondary schools.
The recommendation of the principal may be
affected by his search behavior and vice versa. The
search behavior would have no influence upon the
alternative finally selected for action if the search
were so extensive that most of the alternatives
available were generally discovered and considered. In
3fact, no search can be observed if the total cost of
search exceeds the total benefit of search. When a
search starts, it terminates when the percieved
marginal cost of search exceeds the marginal benefit of
search. Cost here means opportunity cost. In other
words, the decision-maker will stop searching when a
satisfactory solution has been worked out even though
the field of possibilities has not been exhausted
(Cyert, Simon and Trow, 1956 see also Stigler, 1961).
Hence, we have reason to suppose that changes in the
search process or its outcome will actually have major
effects on the recommendation of the principal.
It is also important and interesting to know the
factors that are related with the search behavior and
the recommendation of the principal. Knowledge of
their relationships may be useful to the policy makers
who are concerned about the success of a policy.
Limitations of the study
Because of the the relative infancy in this field
and both the breadth and depth of information desired,
the field study method was chosen to investigate the
issues previously described. Analysis of data is
primarily descriptive in nature as is typical of such
exploratory research. The basic limitation of this
study relates to its basic approach of description
rather than testing. It will not be possible to test
in any rigorous fashion the beliefs and expectations
4with regard to decision-making process which are found
in the literature.
A second limitation of this study is its level of
generalizability. Generalization beyond the a ided
secondary schools is not assured giver. the limit of
sampling method. In fact, about 63% of all aided
secondary schools had return the questionnaire in the
initial. survey from which schools are selected for
interviews. Since the sample size is small, the
account given in this paper should not be construed as
a definitive statement of what other schools might be
doing. Some generalizations, however, are reasonable.
Owing to the nature of the ex post facto design,
we have to be cautious in the interpretation of results
to avoid the risk of improper extrapolation and making
any causal relations between variables. Though we have
theoretical framework to support our hypotheses, the
theory cannot be proven even when all results match our
expectations. The theory here serves an useful purpose
in helping us approach the truth of reality.
5Chapter Two: REVIEW OF LITERATURE THEORETICAL
FRAMEWORK
lne subject matter of this study is the search
behavior of the principals in the medium of instruction
decision. The term decision making is used to denote
the whole range of problem solving, thinking and
choosing activities that are involved in reaching the
recommendation. In the first part of this review,
various decision-making models, ranging from rational
model to political-bureaucratic model, will be
discussed. The. second part will focus on the nature of
search behavior in the decision-making process.
Strategic Decision Approaches
The Rational Mode:
Whenever a person makes a decision, the rational
model asserts that he or she either explicity or
implicity considers the following steps. (a) Ascertain
the need for a decision: The decision-making process
begins with the recognition that a decision needs to be
made. A problem exists whenever there is a disparity
between some desired state (a level of aspiration) and
the actual condition. (b) Identify the decision
criteria: Once a person has determined the need for a
decision, those criteria that will be important in
making the decision must be identified. These criteria
reflect what the decision maker thinks is relevent in
6the decision. (c) Allocate weights to the criteria:
The criteria listed in the previous step are not all
equally important. It is necessary to weight the items
listed in step (b) in order to rank their importance in
the decision. (d) Develop the alternatives: This step
requires the decision maker to list all the viable
alternatives that could possibly succeed in resolving
the problem. (e) Evaluate the alternatives: Once the
alternatives have been identified, the decision maker
must critically evaluate each one. The strengths and
weaknesses of each alternative become evident as they
are compared with the criteria and weights established
in steps (b) and (c). (f) Select the best alternative:
The final step in the decision-making process is
selecting the best alternative from among those
enumerated and evaluated. In the rational process,
this selection is quite simple. The decision maker
merely chooses the alternative that generated the
highest score in step (e).
Rational decision making, therefore, implies that
the decision maker can be fully objective and logical.
The process discussed above contains a number of
assumptions. It is assumed that an individual is
confronted with a number of different, specified
alternative courses of action. The given alternatives
are exhaustive. To each of these alternatives is
attached a set of consequences that will ensue if that
alternative is chosen. The individual has a system of
7preferences or utilities that permit him to rank all
sets of consequences according to preference and to
choose that alternative that has the preferred
consequences. The rational decision maker can gain
full information about the consequences since there is
no time or cost constraints.
Simon (1956) points out that when we try to use
this framework to describe how real human beings go
about making choices in a real world, we soon recognize
that we need to incorporate in our description of the
choice process several elements that are missing from
the rational model. Often, in the real world, the
problem itself is not a given, but, instead,
searching for significant problems to which attention
should be turned becomes an important managerial task.
The alternatives are not usually given but must
be sought, and hence it is necessary to include the
search for alternatives as an important part of the
process. The information as to what consequences are
attached to which alternatives is seldom a given,
but, instead, the search for consequences is another
important part of the decision-making task. The
comparisons among alternatives are not usually made in
terms of simple, single criterion like profit. One
reason is that there are often important consequences
that are so intangible as to make an evaluation in
terms of a single criterion difficult or impossible.
In place of searching* for the best alternative, the
decision-maker is usually concerned with finding a
8satisfactory alternative, i.e. one that will attain a
specified goal and at the same time satisfy a number of
auxiliary conditions.
Bounded Rationality
Simon (1945) pioneered in fashioning a formal
model for unprogrammed decision making containing three
phases: intelligence, or finding occasions for making a
decision design, or finding, inventing, developing,
and analyzing alternative courses of action and
choice, or selecting a particular course of action from
those available. His idea was further developed by
Cyert and March (1963). For them, aspiration levels,
not predetermined objectives, are the Stimulus to
search and choice among alternatives, but the relations
between alternatives and outcomes can remain
unspecified. Only a relatively small number of
alternatives are considered rather than an ordering of
all possible alternatives. The effort is to find a
satisfactory solution to meet aspiration levels, not
the maximization of benefits-to-costs..
Decision makers consider multiple criteria.
Several are likely to be involved in any one decision.
It is not unusual for these multiple criteria to be in
conflict with each other. The criteria may be dealt
with in sequence rather than giving them simultaneous
attention. Expectations of the decision makers depend
on drawing inferences from available information, on
hope, and on previous experience. Decision makers
9concentrate on est i mat irig the consequence of an
alternative that will indicate whether current
criterion is Being met. Such search results in
short-term readjustments on the basis of availbable
knowledge and is a way to maintain avoidance of
uncertainty. Unmet criteria are the stimulus for
search search that is simple minded and biased by the
hopes and expectations of the decison makers. It is
simple minded in the sense that it concentrates its
efforts in the neighborhood of the problem symptom and
current solution before going further out.
Choice usually settles on the first acceptable
alternative although maximization rules may be applied
to select among alternatives if several have been
generated or found. If no acceptable solution appears,
aspiration levels are lowered.
It is notable that traditional kinds of
maximizing procedures of choice appear only rarely in
real world situations. In some situations the choice is
between competing alternatives, but in many others it
is one of acceptance or rejection of a single course of
action-- really a choice between doing something at
this time and doing nothing. The alternative of doing
nothing is not a specific course of action it really
stands for the whole class of alternative actions that
are available if the proposed action is rejected.
Before accepting or rejecting the proposed action, the
alternative must be evaluated. In decisions of this
type the consequences of the single alternative are
10
judged against some kind of explicit or implicit level
of aspiration-- perhaps expressed in terms of an
amount of improvement over the existing situation--
while in the multiple-alternative situations, the
consequences of the several alternatives are compared
with each other.
There is considerable psychological evidence that
the aspirations that influence choice are highly
sensitive to success and failure-- that persistent
failure to attain an aspired level reduces the
'aspirations, while success raises it. That is to say,
in general a person aspires to that which he has a
reasonable expectation of achieving. Now the
opportunity cost of choosing to do something may be
measured by the decision maker's reasonable expectation
of a result in case he rejects doing something-- that
is, his aspiration level. This observation raises a
host of new questions relating to the circumstances
under which the decision will be formulated in terms of
the one or the other of these frameworks and the
personal and organizational factors that determine the
aspiration levels that will be applied in the
one-alternative case.
In discussing the all-or-nothing choice, Simon
(1958) reached two important conclusions: First, that
opportunity cost is a concept that refers to
expectations second, that aspiration level is
closely related to, if not identical with, opportunity
cost. If the result the decision maker expects from
11
doing something exceeds or equals his aspiration level,
he wil presumably choose doing something if not, he
will choose doing nothing.
When a search for a new program is initiated by
the failure of the current one to satisfy aspirations,
the problem is not to find a best one, but to find one
that is good enough. It possesses three intrinsic
difficulties: (a) Alternative programs must be
discovered. (b) The facts of the case must be
established, that is, the consequences of adopting any
proposed program must be determined. (c) When a new
program adopted by a particular organization unit is
dependent on the programs of other units or other
organizations, the programs of these other units must
be determined simultaneously.
Nonroutine decision making follows a pattern
better dealt with by the psychology of problem solving
than by an elegant optimization calculus (Hogarth,
1980). The problem itself may not be adequately sensed
or defined. Alternatives may be vague. Search may be
avoided because of the costs. The consequences of
various choices can only be guessed. The required
judgments and estimates are filled with a wide variety
of human errors and systematic biases (Cyert et al.
1956).
As idealized by behaviorists, decision making is
an orderly process beginning with the discovery by the
decision maker of a discrepancy between the perceived
state of affairs and the desired state. Alternative
12
actions (usually just a few of those possible) are
selected or invented. One of these alternatives emerges
as the action of choice followed by justification for
it. Then comes its authorization and its
implementation. The process cycle is completed with
feedback about whether the action resulted in movement
toward the desired state of affairs. if the perceived
and desired state of affairs have not narrowed
sufficiently a new cycle is likely to commence.
Incremental ism
Lindblom (1959) and Soelberg (1967) put the
emphasis on recycling, on the, small incremental changes
in the final choice, as successive alternatives are
compared with an early favorite. Lindblom offered a
number of amendments to the basic behavioral model of
limited search and goal modifications to make the
problem manageable. Pragmatism rather than idealism is
the value that dominates the process. Rather than
attempting a comprehensive survey and evaluation of a
wide array of alternatives, the decision maker focuses
only on those which differ incrementally from existing
policies and practices. Furthermore, there is no one
decison or right solution but a never-ending series
of attacks on the. issues at hand through serial
analyses and evaluation. Thus, decison making is
remedial, geared more to the alleviation of current
imperfections than to the attainment of future goals.
13
Soelberg (1967) offered a number of other
criticisms of traditional economic theories of decision.
making. He observed that decision criteria are usually
multidimensional they are not compared nor substituted
for each other during choice. Stable utility functions
cannot be elicited from decision makers prior to their
selecting a preferred alternative. Such weights do not
ordinarily enter into decision processing. The
noncomparison of criteria during screening and
selection of alternatives also negates the decision
maker's need for a multidimensional utility
indifference map. Probability theory does not
represent how decision makers perceive and deal with
uncertainty during unprogrammed decision making.
Probabilities which even highly-trained decision makers
provide are neither additive nor cardinally scaled.
Decision makers do not estimate probabilities to attach
to a set of mutually exclusive consequences associated
with each alternative. Instead, decision makers search
within each alternative until they feel they have
sufficient information about each important goal
attribute of that alternative, or until search
resources are exhausted. Decision makers do not
normally think of their choice alternative in terms of
multiple consequences. Rather, they think of each
alternative as a set of noncomparable criteria.
Uncertainty depends on the decision maker's personal
evaluation of an alternative's uncertain criteria.
often. several alternatives are considered by decision
14
makers at one time rather than as sugested by
sequential search models.
A person may be following some sort of generalized
guidelines when making judgments in ill-structured
problems, but he or she would probably regard the
experience as unique. However, Soe l berg (196-7)
suggested that an observer would see that the decision
makers applied few special purpose rules when arriving
at their choice. The decision makers might not be able
to specify, in advance, the nature of an ideal solution
to their problem. A number of the decision criteria
that they wished to apply were not operational before
they tackled the problem. Many of their choice
alternatives were unknown when they began. Information
about the merits and consequences of alternatives were
nnt_ i mmPcc i atp Z v available from the task environment.
Organizational Process Model
This model was first presented by G. T. Allison in
his classic paper in 1969. In this model, decision
making is described as an organizational process. An
organization consists of a conglomerate of semi-feudal,
loosely allied sub-organizations. Each
sub-organization attends to a special set of problems
and acts with a fixed set of standard operating
procedures and programs which are established to
coordinate the behavior of large numbers of
individuals. Heads of organizations perceive problems
through organizational sensors. Organizations define
15
alternatives and estimate consequences as they process
information. The heads of the oIgen i zations only
partially coordinate the decision independently made by
the sub-organizations. The unit of analysis is the
decision which is regarded as organization outputs. The
existing organization routines constitute the narrow
constraints of which leaders must contribute their
decision concerning an issue. in a large organization,
problems are cut up and parcelled out to various
sub-organizations. Thus each sub-organization
perceives problems, processes information, and performs
a range of actions in quasi-independence. This
encourages organizational parochialism. The activity
of sub-organization is programmed and is restricted by
preestablished routines. The implementation of the
decision requires decentralization of responsibility
and power. Even though each sub-organization's
propensities and routines can be disturbed by
organization leaders' intervention, central direction
and persistent control of organizational activity is
not possible.
Political-Bureaucratic Model
Organizational decision making differs from
individual decision making in many aspects.
Organizational decision making involves significant
extra costs, gives rise to tensions and 'territorial
bargaining', and the biases of individual officials may
affect the search process.
16
nLrategic aecisions can be explained from the
perspective that organizational decision makers are
actors in a competitive political game, and that they
bargain within an institutionalized framework: and a set
of hierarchical relationships. Allison (1969, 1971)
recently formulated this view, illustrating it with an
analysis of the Cuban missile crisis of 1962. In this
political-bureaucratic model, decisions are the
resultants of a political bargaining process.
Resultants in the sense that what happens is not
chosen as a solution to a problem but rather results
from compromise, conflict, and confusion of [managers]
with diverse interests and unequal influence political
in the sense that the activity from which decisions and
actions emerge is best characterized as bargaining...
(1969, p.162)
This approach sees no unitary actors, but rather
many decision makers, each focusing on many problems
and motivated by various concepts of the organization's
goals and their own personal goals. The nature of
strategic decisions frequently permits fundamental
disagreement about solutions, and each actor is
motivated to press for what he thinks is right. The
sharing of power and the differences concerning
solutions demand. the use of a political bargaining
process.
The final outcome can be quite different from what
any one participant or group intended. Sometimes one
group committed to a course of action triumphs over
17
other groups fighting for other alternatives. Equally
often, different groups pulling in different directions
produce a resultant which is a mixture of conflicting
preferences and unequal power of various individuals
(Allison, 1969, p.145).
An important question that-arises in this context
is whether political processes should or can be
eradicated in a formal organization. MacMillan (1978)
contends that:
...political processes are spontaneous, natural and
necessary phenomena in the organization. It is via
political processes that the demands from the
environment and from the organization's members are
articulated. The chief executive cannot respond to all
the demands being placed upon the organization. A
well-managed political process provides a filter for
all but the most important demands.. .In essence,
[managers] can control and channel political activity
to the benefit of the organization. To stamp out
politics is to deny organizations the flexibility
necessary to adapt to the internal and external
pressures. (p.81)
Finally, political activity provides some tools
that enable organizations to control conflicting
demands. The first is to attempt to negotiate a
compromise between the conflicting pressures,
bargaining a reformulation of demands. When a
compromise is elusive, a policy commitment can be made
in terms sufficiently general that the conflicting
18
interests can see some scope for ach iev irlg their
specific purposes. Finally, sequential- attention to
contradictory goals may constitute a way to maintain a
balance over a period of time, a procedure that was
also resorted to within other models reviewed.
The biases of individual officials may affect the
search process. Whenever an individual official's goals
were not identical to the formal purposes of the
organization. His perception apparatus will partially
screen out data adverse to his interests, and magnify
those favoring his interests. In formulating
alternative actions, each official will tend to give
undue precedence to alternatives most favorable to his
interests, and to those about which adequate consensus
can most easily be established. The order in which
alternative actions are assembled and evaluated may
have an extremely important impact on what an
organization eventually does. Relatively simple
proposals are much easier to discuss and obtain
consensus about than complicated ones, and officials
will tend to consider such proposals first. Officials
will tend to consider those alternatives that benefit
their own interests before those adverse to their
interests. The evaluation processs in bureaus is
fragmented so officials proposing policies often need
to obtain support from a number of others only
marginally concerned. In order to gain their support,
officials tend to include something in the alternatives
that benefits them, even though it does not directly
19
affect the performance gap concerned. Officials also
tend to omit from these alternatives anything damaging
to their interests, even though it would benefit the
bureau as a whole.
The existence of such territorial bargaining' has
the following implications (Downs, 1967): (a) A bureau
will choose actions that unduly favour continuance of
the existing allocation of resources and power among
its subsections. (b) Officials shaping alternatives
will try to exclude marginal effects from their
proposals so as to reduce the amount of consensus they
need to achieve. (c) The alternative formulated will be
irrationally affected by the particular organization of
the bureau'. (d) If the initial set of alternatives has
been rejected, the official will tend to devote too
much effort to reformulating those proposals strongly
supported by powerful officials. (e) Officials will
tend to propose alternatives involving as little
uncertainty as possible to avoid complicated
negotiations. Thus, a bureau will tend to adopt actions
that do not take sufficient account of future
uncertainties.
Other Behavioral Models
Alexis and Wilson (1967) also begin with a problem
7as stimulus and emphasize a dynamic, adaptive,
aspiration level as fundamental to a model of
organizational decision making. The decision maker
begins with an idealized goal structure and defines one
20
or more action goals as a first approximation to his or
her ideal goal. Action goals are representative of the
decision maker's aspiration level. The individual
engages in, search activity and defines a limited number
of outcomes and alternatives but does not attempt to
establish the relations rigorously. Analysis proceeds
from loosely defined rules of approximation. The
alternatives selected or created establish a starting
point for further search toward a solution. Search
among the limited alternatives aims to find a
satisfactory solution, not an optimal one, to reach a
modified adaptation level.
Realistic pictures of the process were captured by
Zeleny (1981) and MacCrimmon (1974): "Decision making
is... complex, redolent with feedback and cycles, full
of search detours, information gathering, and
information ignoring, fueled by fluctuation
uncertainty, fuzziness, and conflict." (Zeleny, 1981,
p. 333) "In real decision situations, one seldom
observes... clear, step-by-step process.... Steps in
the process proceed simultaneously, some steps are
skipped, some are repeated.... There are obvious
interactions, feedbacks, and cycles. Also, decision
situations intermingle; decisions are imbedded in
decisions. All these complications are quite real and
usually quite rational." (MacCrimmon, 1974, p. 446)
A five-year study of 25 strategic organizational
decisions by Mintzberg, Raininghani and Theoret (1976)
concluded that: "... a strategic decision process is
21
characterized by novelty, complexity, and
openendedness, by the fact that the organization
usually begins with little understanding of the
decision situation it faces or the route to its
solution, and only a vague idea of what that solution
might be and how it will be evaluated when it is
developed. Only by groping through a recursive,
discontinuous process involving many difficult steps
and a host of dynamic factors over a considerable
period of time is a final choice made. This is not the
decision making under uncertainty of the textbook,
where alternatives are given even if their consequences
are not, but decision making under ambiguity, where
almost nothing is given or easily determined.
(Mintzberg et al., 1976, pp.250-251)
The Theoretical Framework and Justification
In this study, the basic theoretical framework is
the bounded rationality model which is a modification
of the rational model. The assumption of perfect
information is, however, dropped to allow for the
variations of the search behavior. The principals have
to search for the criteria and the consequences of the
alternatives.
The focus of this study of this study is the
search behavior of the principals in the aided
secondary schools in Hong Kong. Only aided secondary
schools are selected since the administrative and
financial relatationships with the Government is held as
22
a constant in the study. Although supervisors
undersign the reply letter indicating the schools'
decisions on.when and to what extent they would use
Chinese as the medium of instruction. Principal, as
the key person in a school, plays a vital role in the
decision (Chan, 1986). Principals are responsible for
day-to-day management of the schools and have close
contact with the teaching staff whose acceptance is
critical to effective implementation. Owing to the
limited time and resources, only the principals are
selected as the unit of analysis. As an organization,
the aided secondary schools in Hong Kong is relatively
small. One can hardly find a school with more than 100
teaching staff. Of course there are departments of
different subjects in a school nearly all teaching
staff is involved in more than one department. There
are constant and intimate communication between
teachers since, in most schools, teachers are placed in
a large common room. They are, by no means, semi -feudal
and loosely allied organizations described in Allison's
model. In addition to the subject departments, most
teaching staff works in various committees and
organizations in school such as Academic Committee,
Counselling Team, Student Activity Committee and House
Committee. It is some thing like a matrix-structured
organization and organizational parochialism is not a
common nor significant phenomenon. Furthermore, the
decision on the medium of instruction has a great
impact on the character of a school and, hence, the
23
departments in a school would not think they can
independently make a final decision even for their own
subjects. This is why the organizational process model
is not emplyed as the guiding theoretical framework.
As principals work within the organizations, they seek
information from various suborganizations in their
Search
Introduction
For Cyert et al. (1963) search is stimulated by a
problem depressed by a problem solution. Search is
simple minded, based on a simple model of causality
until driven to a more complex one. Search is biased.
Perceptions of the env ironme-nt and considerations
within the organization involved in the search are
affected by the goals and competencies of the decision
makers. Search begins by considering obvious solutions
and problems, then moves on to other alternatives only
if the obvious solutions are deemed unsatisfactory.
This sequential effort is guided by heuristics, which
reduces the number of alternatives to a salient few.
The small number of possibilities examined in the
entire problem space are accounted for by two rules:
search in the neighborhood of the problem symptom and
in the context of the current approach to the problem.
Other possibilities are ignored. As Simon and Newell
(1971) suggest this actually makes good sense when one
considers what all possible alternatives implies.
schools.
24
As seen by Thompson (1967) search is stimulated by
the effort to reduce uncertainty, to increase closure.
The greater the amount of uncertainty present, the more
intensive the search is likely to be. Search will
continue until uncertainty is reduced to tolerable
levels (Driscoll Lanzetta, 1965).
Deviation from level of aspiration, a function of
the decison makers' previous successes, failures, and
expectations of the future, is conceived as the
stimulus for starting the search activity to reduce a
discrepancy between the current and desired state of
affairs. According to Alexis et al. (1967), the level
of aspiration is also a basis for terminating search
activity for it provides the criteria for evaluating
the alternatives which have been found. External
information can do likewise. Search can be instituted
as a consequence of criterion checking, repetitive
procedures and policy statements. Deviations of
performance standards signal possible problems whose
solutions are likely to be searched for locally, only
to be expanded if localized search fails (Ference,
1970). Problem generated by policy statements with
broader organizational implications requiring broader
innovative efforts.
MacCrimmon (1974) found that managers usually do
not independently look through their own portfolios for
problems needing attention. Rather, they are most
often stimulated by others inside and outside the
-organization. Managers acquire information about
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alternatives from those over whom they bave come
vontrol, such as subordinates, consultants, and
salespersons. Such search efforts can be initiated by
the manger but Lacho (1969) found in 14 case studies
of food brokerage firms that search for additional
produchts was passive. The executives waited for
manufacturers' representatives to present products.
They made inquiries of manufacturers only after they
heard of a promising account. They made inguiries of
broker friends when convenient. Aggressive search for
new product lines was uncommon. Even such search,
which occurred when faced with a severe goal deviation,
was limited to familiar rather then unfamiliar sources.
Search is not a discrete stage in the problem
discovery-search-choice process. In fact, search
itself can occur in all phases of the decison process.
According to Soelberg (1967), search may be instituted
to recognize and define decision probiems. The
environment may be scanned to maintian an awareness of
the occasion for a decision. Search may be instiruted
to determine the decision rules to apply to the choice
situation, to operational criteria, to the consequences
of alternatives, to the worth of alternatives, and to
the nature of "ideal" search generators.
Dimensions of search
Nutt(1984)identified two dimensions of search
processes. They are the scope of involvement --
whether only the principal is involved or subordinates
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are also involved-- and need perception-- whether
needs are perceived as trivial or as ill-defined. The
combinations of scope of involvement and need
perception define four variations in the search
process. A sequestered search was carried out when the
sponsor faced a need that was ill-defined and
threatening. An open search was used for needs seen as
trivial, and subordinates were brought in to help. The
principal defined the need in vague terms and asked his
or her subordinates to seek a solution. A casual
search would be mounted by the principal for a need
seen as trivial, and a. bold search would involve
subordinates in a search for a solution to an
ill-defined need.
The scope of involvement is examined by Vroom and
Yetton (1973). They concern themselves primarily with
problems or decisions to be made by managers with a
formally defined set of subordinates reporting to them.
In each problem of decision, the manager must have some
area of freedom or discretion in determining the
solution adopted, and the solution must affect at least
one of the manager's subordinates.
Following Maier (1963), the effectiveness of a
decision is thought to be a function of three classes
of outcomes, each of which may be affected by the
decision process used. These are: (1) The quality or
rationality of the decision. (2) The acceptance or
commitment on the part of subordinates to execute the
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decision effectively. (3) The amount of time required
to make the decision.
Another- research isolated four types of search
behaviors (Mintzberg, Raisinghani and Theoret, 1976).
Memory search is the scanning of the organization's
existing memory, human or paper. Passive search i s
waiting for unsolicited alternatives to appear. Trap
search involves the activation of search generators
to produce alternatives, such as letting suppliers know
that the firm is looking for certain equipment
(Soelberg, 1967). Active search is the direct seeking
of alternatives, either through scanning a wide area or
focusin.a on a narrow one.
Search as anticipatory behavior
To become involved in the search process implies
that the decision maker can do something about the
continuing problem-generating discrepancy to bring
about a more desired future state of affairs or to be
better prepared for it. Ordinarily, this will direct
search toward past events relevant to predicting the
future and efforts to anticipate relevant relationships
(Shull, Delbecq, Cummings, 1970). Estimates of the
effects of alternatives will be drawn up. These, of
course, will be subject to various limitations and
biases. Administrative, legal, social, or physical
constraints place arbitrary upper and lower limits on
what is possible. Estimates are biased by motivational
factors. Cyert, March, and Starbuck (1961) discovered
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that participants in simulated budgeting, when engaged
in cost analyses, protected themselves by
overestimating costs. However, when they engaged in
sales analyses, they underestimated sales. In both
instances, error would be more likely to enhance
appraisals of their performance and actual costs proved
to be lower and actual sales higher than estimates.
Other characteristics of the search process are
captured in the most commonly observed heuristics.
Heuristics of search
The most generally employed heuristic is
means-ends analysis. We start with a goal to be
achieved and, through incremental shifts (Office of the
Chief of Military History, 1959) or successive
approximations (Barnard, 1938), discover the means to
reach the goal. As we go along we refine purposes and
discriminations using cues, techniques, analogies, and
rules of thumb based on past experience to both
generate and limit what means will be tried (Shull et
al. 1970). The search is pragmatic in that it sees
what will work. This is in contrast to the algorithmic
effort to determine what is logically true or best.
When routine, previously workable answers are not
available, or don't work, limited search is initiated
along familiar, well-known paths until the first
satisfactory, not optimum solution, is found. As will
be seen, what standard is set for determining a
+cfar_t_nrv solution is part of how the situation is
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defined. When solutions are easy to find, standards
are raised. When alternatives are hard to find,
standards are lowered.
Problem complexity and search
Alexis et al. (1967) suggest that as cognitive
strain increases due to greater problem complexity,
search rules are simplified in order to cope with the
problem. When first faced with a problem, simplistic
search rules are employed. How were similar problems
handled in the past? What are immediate solutions?
The immediate neighborhood of the problem symptoms is
searched for alternatives (Cravens, 1970). Variables
within the individual's control are examined before
those outside the individual's control (Emory Niland,
1968). Failure to find or design acceptable
alternatives leads to a search for clarification by
reexamining the estimated consequences of alternatives
that have been considered. Continued failure to find
or develop a successful alternative will then lead to a
reduction in the level of aspiration (Cyert,
Feigenbaum, March, 1971).
Problem uncertainty and search
Search is more likely and more intensive when
environmental uncertainty is increased. Ebert and
Mitchell (1975) argue that the scope of search will be
greater if the decision makers face dynamic, unstable
environments. Focus will be on searching among those
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segments of the environment that are controllable
rather than uncontrollable, as was seen in a study by
Kefalas and Sehoderbek (1973). This is consistent with
Lanzetta's line of investigation (e.g., Driscoll et al.
1965) demonstrating that uncertainty results in search
to reduce it. Information seeking was greater when
conditions were more uncertain.
Terminating search and innovation processes
Complete search is infeasible, if not impossible.
Designing of alternative solutions cannot go on
forever. But search process usually stop too early for
achieving the levels of effectiveness possible if
search had continued. Understanding what contributes
to premature termination and what could stimulate
further search will ordinarily serve to improve the
quality of the solution finally chosen.
When involved in a sequence of decision making,
with the option to stop the process if an outcome is
achieved that satisfies the decision maker, termination
is likely to occur prematurely and further from
optimality, when options are actually increasing in
value. This is particularly so just after a large jump
occurs in the value of an outcome (Corbin, Olson,
Abbondanza, 1975). Contrarily, decision makers may
erroneously continue searching long after options have
begun decreasing in value (Brickman, 1972). This seems
especially true when the individual decision maker is
insecure, face resistance (Fox Staw, 1979), and feel
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personally responsible for the negative outcomes that
have occurred before (Giuliano, Appleman,& Bazerman,
1981).
Alexander (1979) was able to account for three
complex decision-making cases in terms of the above
conceptualizations, namely the U.S. Vietnam policy
(Donovan, 1970), siting of a third London airport
(Lichfield, Kettle, & Whitebread, 1975), and
retrenchment of personnel in the University of
Wisconsin system. In all three cases, high closure
prevented the development of more creative outcomes.
The Lanquaqe Issue
Background
In the past century, Hong Kong has been
administered by the British government and its economy
is intimately related to those of the western
countries. U.S.A. and the EEC countries has long been
the major trading partners of Hong Kong. Hence,
English has been widely used by the ruling elites and
in the business sector. Proficiency in English would
enable young people to have a better chance to study in
higher institutions and to work in the government and
large corporations.Good English becomes a
prerequisite for the participation in the
administration level. English language education
therefore became synonymous with power and prestige.
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Naturally most parents prefer an English-medium
education for their children.
According to the Overall Review of The Hong Kong
Education System compiled by the Government
Secretariat (1981), the proportion of secondary pupils
studying solely through the medium of Chinese has
declined very considerably since 1945 and was only
approximately 13 per cent in 1981. For some years, all
newly-established secondary schools have adopted
English as their putative language of instruction,
reflecting the marked preference of the majority of
parents. While in the primary sector Chinese is used
in about 94 percent of all the operating schools, with
English taught as a second language. Hence, most
pupils are faced with the abrupt change from vernacular
primary education to English-medium secondary
education. Whereas in the past the use of English as
the language of instruction in secondary schools was
restricted to the children of the well-to-do bilingual
Chinese families, in the course of the past two decades
of educational expansion it has now been extended in
various degrees to more than eighty per cent of the
secondary school population. It has been found that
the less able pupils experienced learning difficulties
in using English as the medium of instruction.
Teachers in most Anglo-Chinese schools now find it
necessary to use Chinese in varying degrees to
supplement their teaching in the medium of English-
Darticularly with less able pupils and in the lower
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forms. In many of the longer established schools the
standard of both English and Chinese is seen to be
declining.
The report of the government secretariat stated
that the present official policy for secondary
education is that the medium of instruction should not
be rigidly determined by category of school, and
individual schools accordingly are free to use
whichever medium of instruction they consider their
pupils can cope with. Moreover, they may use Chinese
and English for different subjects and at different
class levels if they think this approach is more
suitable for their pupils and accords with parental
wishes. In practice, however, few Anglo-Chinese
schools have introduced Chinese as the medium of
instruction, even for individual subjects. The report
concluded that this is mainly for organisational
reasons (such as problems of staff continuity or the
lack of good Chinese textbooks in some subjects) and
because of strong traditional ties- in particular, the
preparation of pupils by means of two-year sixth-form
courses for English-medium tertiary education. The
strongest factor militating against change, however, is
undoubtedly the marked parental preference for English,
reflecting the market value of English hoth for
employment and for higher education.
It is recognized that the place of language in the
school system and its effect on the quality of
education at all levels is one of the most difficult
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and controversial current issues in Hong Kong
education. Many educators believe that the extensive
use of English as the medium both damages a child's
mental and intellectual development and inhibits the
development of any real quality in teaching. Others
hold the equally strong belief that Hong Kong's role in
the world makes an English-medium education
indispensable- at least for the majority of pupils
progressing to senior sencondary education- and that
given such circumstances as the. present limited
availability of textbooks of an acceptable standard,
for example, the use of English in fact safeguards
rather than inhibits quality.
In A Perspective on Education in Hong Kong
(1982), the international panel of visitors considered
the use of English as a teaching medium in secondary
schools had magnified many of the problems associated
with schooling in Hong Kong, such as excessive hours of
homework, quiescent pupils and rote learning. The
Panel argued for a progressive shift from mother-tongue
education in kindergartens and primary schools to
genuinely bilingual programmes in the junior secondary
forms so that by the end of F 3 students would receive
approximately half of their instruction in each
language. Noting that mandating Chinese as the medium
of instruction in junior secondary education would be
difficult for practical and political reasons, it
proposed to encourage the use of Chinese by a scheme of
'positive discrimination' in favour of schools which
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use Chinese as the medium of instruction. It further
proposed to change parents' and employers' attitude
towards Chinese as a teaching medium.
The recommendation of the international panel was
supported by the findings of a number of language
research projects sponsored by the government. They
substantiated the two popular beliefs, namely that, all
other things being equal, teaching and learning would
be generally more effective if the medium of
instruction were the mother tongue and that the
consequential loss of exposure to English might result
in a fall in the standard of the latter language. They
confirmed that the majority of the pupils would benefit
if Chinese were used as the medium of instruction in
lower forms. Only pupils of high English language
proficiency would seem to benefit from the use of
English as the medium of instruction. The research
findings also showed that to adopt Chinese throughout
as the medium of instruction at the junior secondary
level would probably lead to a drop in the standard of
Enqlish in secondary forms.
The Positive Discrimination Policy
Report No 1 of the Education LommisslucI .I-IVZ-
formally recommended that secondary schools which use
Chinese as the instructing medium should be given
additional resources to strengthen the teaching of
English to avert any consequential drop in the standard
of Fncalish due to reduced exposure. A standard-sized
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secondary school which teaches everything other than
English in Chinese should, in their view, be provided
with the maximum assistance, comprising:
(a) two additional teachers of English, possibly one
graduate and one non-graduate, so that English lessons
in F 1-2 can be conducted in smaller classes which is a
more effective pedagogical approach
(b) movable partitions for dividing classrooms to
create the additional rooms required as a result of
split classes
(c) a second wire-free induction loop system to schools
which are eligible for one or more additional English
teachers and
(d) a one-off library grant for the purchase of
additional reading materials in English as well as
other teaching aids.
As for other secondary schools, the Education
Commission recommended that their eligibility for
additional resources and the quantum should be
determined with regard to the amount of teaching
conducted in Chinese.
In addition to the provision of additional
resources, the Education Commission recommend that the
Government should:
(a) make available a set of comprehensive and clear
guidelines to assist individual secondary school
authorities to decide on the language mode of
instruction. The guidelines may, amongst other things,
include the possible language medium models and how
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schools can shift from Chinese to English by level, by
stream, by subject or by a combination of these methods
having regard to their individual circumstances
(b) provide secondary schools with information on the
English proficiency of their F 1 entrants to assist
them in grouping their pupils
(c) modify teacher preparation for new and serving
teachers to prepare for a wider use of Chinese in the
classroom
(d) compile handbooks with technical terms in both
languages for the various subjects taught in secondary
schools and issue them to secondary school teachers
(e) redesign the Chinese and English syllabuses and
arrange for the publication of textbooks in both
languages so that they will be available to all schools
regardless of the language mode chosen. Bilingual
textbooks, although more expensive, should not be ruled
out and the existing textbook grant scheme should be
reviewed and adjusted as necessary and
(f) put an end to the distinction between Anglo-Chinese
and Chinese middle schools by encouraging the removal
of such references from the names of the schools.
In May 1986, the Education Department sent a
circular to Hongkong's 300 government and aided
secondary schools asking them to decide when and to
what extent they would use Chinese as the teaching
language. Schools were requested to reply by the end of
June and later, the deadline was postponed till October
31, 1986.
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On the front page of the said circular, its
importance was stressed and principals were asked to
keep it in a separate file to be circulated to all
members of teaching staff for information.
In the first two paragraphs, the circular pointed
out that the two general beliefs of the effect of
adopting Chinese as the medium of instruction were
substantiated by the research projects conducted
jointly by the Educational Research Establishment and
the two Universities. These effects are, in fact, the
favourable and unfavourable consequences of using
Chinese as the medium of instruction. The favourable
consequence is that, if other things remain constant,
both teaching and learning would be generally more
effective while a possible fall in the standard of
English being the unfavourable consequence.
The third paragraph clarified the notion of using
Chinese as the medium of instruction. The scheme of
positive discrimination, as suggested in the report by
the visiting panel in November 1982, in favour of
schools using Chinese as the medium of instruction was
outlined in the fourth paragraph and the details of
which were described in Appendix A to the circular.
This positive discrimination, which will be implemented
in September 1988, will be in terms of additional
teachers of English, additional teaching spaces,
additional teaching aids and other measures the amount
of which will depend on the extent to which individual
schools use Chinese as the medium of instruction for
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subjects other than English. For an ordinary grammar
school, these subjects include Mathematics, Integrated
Science, Physics, Chemistry, Biology, History, Economic
and Public Affairs, Geography, Social Studies and
Religion on. These benefits were intended to offset the
unfavourable consequences of using Chinese as a medium
of instruction.
In the fifth paragraph, schools were advised to
select the language-medium models which they considered
most suitable for their particular circumstances.
Examples of models were set out in Appendix B. The
amount of benefits depended on the amount of Chinese
language instruction offered.'
In the sixth paragraph, schools were informed of
other measures which aimed at clarifying the uncertain
aspects of the decision. These uncertain aspects
included the availabilty of adequate Chinese textbooks,
the medium used in Hong Kong Advanced Le ve 1
Examination, the confusion of the Chinese translation
of technical terms and the difficulty in streaming Form
one students.
The option of when to implement the switch over
were stated in the seventh paragraph. In the eighth
paragraph, schools were advised to change their
registered school names and other terms which showed
explicit distinction between Anglo-Chinese and Chinese
middle schools. The last paragraph gave the deadline
for the return of the proforma and the information of a
briefing session.
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The Education Department of Hongkong has made it
clear that it will not force any school to switch from
English to Chinese as the medium of instruction. Thus
the outcome and its impact on the secondary education
in the future will all depend on the choice of
individual school authorities.
Dilemma of Schools
It is generally agreed that the use of Chinese as
the medium of instruction in secondary schools is a
critical decision for the school authorities. Although
the comprehensive and clear guidelines prepared by the
Education Department can substantially reduce the cost
of formulating alternatives of decision and assist
individual secondary school authorities to decide on
the language mode of instruction, there are still a lot
of obstacles to making a quick decision.
Changing the medium of instruction from English to
Chinese may be interpreted as an admission that the
quality of 'student intake is low. Schools are also
worried that if they make the change, academically
gifted students wil prefer to enrol in other schools.
This is especially true if other schools in the same
school net do not make the same move. Furthermore,
schools have to decide on the possible language medium
models, whether Chinese will be used as a medium of
instruction by level, by stream, by subject or by a
combination of these methods. This may require an
extensive discussion with the teaching staff in the
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school since the decision will finally be carried out
by the subject teachers. As an organization,
individual schools always prefer more to less
resources. The question is whether the school
authorities believe that the additional resources can
strengthen the teaching of English to avert any
consequential drop in the standard of English due to
reduced exposure. For the prestigious schools, where
English have been used quite successfully, they may not
feel a need to switch over to Chinese. Some schools may
be worried that using Chinese as the medium of
instruction may have harmful effects on school image
and reputation.
In a recent study, Tam Tim-kui (1986) argued that
the policy of positive discrimination is inadequate to
persuade the majority of the students to learn in the
medium of Chinese. The crucial factor of the
individual's language choice is the social and economic
opportunities relating to that particular language. As
long as English is used by the ruling elites and
students proficient in English have better
opportunities to study in higher institutions and to
work in the government, it will enjoy a higher status
and both parents and students will prefer to use
English as the medium.of instruction.
Other writers (Chan, B., 1986 Chan, J. 1986)
pointed out that the political and economic factors
have been changing. China is now the largest trading
partner of Hong Kong. The large markets in mainland
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China is no doubt a big attraction for many business
people in Hong Kong. The commercial value of Chinese
and the spoken Putonghua have been increasing relative
to that of English. After 1997, Hong Kong will be a
Special Administrative Region of China. Hence, it is
expected that more communication with mainland China
will be established in all spheres of life whether
political, commercial or academic. Even though
maintaining the educational system previously practised
in Hong Kong is the basic policy of the Government of
the People's Republic of China regarding Hong Kong
(Annex I to the Joint Declaration, 1984), many people
share the same view as Jimmy 'Chan that there will be a
gradual increase in emphasis of the mother tongue in
schools, universities, government offices, business
circles, and society at large.
The following table is a summary of the
factors affecting an individual school's decision on
using Chinese as the medium of instruction.
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Special Administrative Region of Chine
Economic factors
International finance and trade centre
Better opportunity of employment
Better opportunity of higher education
Higher income
Development of China trade




Mental and intellectual development of pupils
Availability of good Chinese textbooks
Translation of technical terms
Additional English teachers
Additional resources for English
Academic achievement of pupils
F:f fPnt nn the standard of Enlish
Administrative factors
Input of F.1 students









This study of the search behavior of the principal
in the decision-making process is exploratory in
nature. It represents an attempt to probe and identify
issues which can become the focus of further more
specific research. In addition, this study seeks
correspondences and disagreements between the
principals' search behavior and those general
proposition found in the literature.
The unit of analysis is the search behavior of the
principals in the decision making process using the
case study method. Yin (1984) argues that probability
sampling and statistical generalizability are not
compatible with the case study method. He maintains
that the case study researcher should use replication
logic (with what he calls embedded or multiple case
designs) and should not attempt to obtain statistical
representativeness of a population. Sampling is
appropriate, however, as a means of representing or
assessing variability among processes within a case and
comparing this variability to that of other cases or
conceptual frameworks in order to gauge the
aeneralizability of conclusions (Kennedy, 1979).
Mintzberg, Paisinghaini and Theoret (1976) agree
with Browning (1977) seeing the typical controlled
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laboratory group decision study as inadaquate since
they believe that the: "...structure of the strategic
decision process is determined by its very complexity.
Oversimplification in the laboratory removes the very
element on which the research should be focused.
kssumption
There are four main categories of assumption.
(1) The stimulus of search: A problem comes to
acknowledged only when the performance of the school is
judged to be unsatisfactory by some criteria. The
principals may think that more Chinese should be used
as a medium of instruction since there is a changing
political and economic aspects of the environment.
There may be performance gap in pedagogical aspect such
as the academic achievement of pupils and the
effectiveness of teaching and learning. Problem
recognition is, however, only a necessary but not
sufficient condition for search. Performance gap might
exist long before the language-medium circular from the
Education Department; aggressive search is, however,
uncommon then. Search was passive before May, 1986.
(2) What to search: According to the rational
model, the objects of search are decision criteria,
alternatives and their consequences.
(i) Criteria are closely related c ith the factors
considered in the aspiration level.
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(ii) Little effort was spent on the formulation of
alternatives since an exhaustive list of alternatives
were provided in the proforma from the Education
Department. Search behavior will proceed only when
programmed solutions do not exist. Search begins by
considering obvious alternatives such as grouping by
subject, and if the obvious alternatives are deemed
unsatisfactory it moves on to other alternatives such
as grouping by level and by stream. The language medium
model in which pupils are grouped by subject is simpler
than by stream which involves extra administrative
costs in the future.
(iii) The acceptability of an alternative is judged
by its consequences which are the expected future
performances of the school. A failure to develop an
acceptable alternative will lead to an expansion of the
search by including more information and more sources
of information
(3) How to search: The dimensions in this study
are the scope of involvement, the sources and intensity
of search. They are supposed to be closely related with
the perceived nature of the problem.
The more important and uncertain is an aspect of
the environment, the more intensive will be the search
in that aspect.
Search will be more intensive among those sources
that are controllable such as the teaching staff within
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the school rather than uncontrollable sources such as
the Education Department and the parents.
The scope of involvement will be wider if the
principal thinks that the acceptance of decision by
subordinates is critical to effective implementation,
subordinates share the school goals to be attained in
solving this problem and subordinates have sufficient
information to make a high quality decision.
(4) The termination of search: Search will stop
when the principal finds a satisfactory alternative. If
a satisfactory alternative cannot be found, the initial
aspiration will be considered too high and, hence, an
adjustment of the aspiration level is called for.
Variables as Related to Theorie
(1) Decision making
Decision making includes the activities of
recognizing the problem searching, and evaluating
information through which alternative courses of action
are formulated and selecting one or more of the
alternatives for implementation. In this paper, there
are several decisions. The principals have to make
decisions on whether it is necessary to initiate the
search activities before making the recommendation.
They have to decide how to search (i.e. the appropriate
scope of involvement, sources of information and
intensity of search), what to search and when to stop
the search. When they submit their recommendation to
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the management boards, they have to make up their mind
on whether more Chinese would be used as the medium of
instruction, what is the right time of implementation,
and the appropriate language medium models which can be
by level, by stream, by subject or by a combination of
these methods.
(2) Aspiration Level and Performance Gap
Aspiration level is a subjective concept that
refers to expectations. It can be defined as the value
of the best alternative forgone. Performance gap is
defined as the difference between the aspiration level
and the actual performance. Aspiration and performance
gap may be found in the four aspects of environment in
this study, namely political aspect, economic aspect,
pedagogical aspect and administrative aspect.
(3) Perceived nature of the problem
The medium of instruction may be perceived as
different problems by different principals. The nature
of the problem will have significant effect on the
search behavior. The term nature of decision problem
is used to connote specific qualities of decision
problems as perceived by the decision-maker. The
degree of importance, uncertainty, complexity of the
problem and the possible diverse interests involved are
the qualities that will have impact on the search
behavior. The principals may think that the use of
Chinese as the medium of instruction may have
significant impact on the image and reputation of the
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school and, hence, it has adverse effect on the
qualities of input of F.1 students. They may expect a
fall in the standard of English and, hence, a
deterioration of academic achievement of their pupils
or they may think that the improvement in the
effectiveness of both teaching and learning is more
important than anything else. Principals may be
uncertain about the future political and economic
environment and whether a higher standard of Chinese is
beneficial to their pupils. They are uncertain about
the attitudes of parents, teachers and pupils, and the
effect of additional English teachers and other
resources on the standard of English. Uncertainties
also exist in the availability of good Chinese
textbooks, teachers' ability to use Chinese as the
medium of instruction, the decision of other schools
and the employment and education opportunities of their
pupils if they make the change. The more factors they
take into consideration, the more complicated the
problem tends to be.
(4) Search behavior
It includes the activities of collecting and
transmitting information of the decision.
The search behavior of a principal is stimulated
by a performance gap when the actual performance falls
short of the aspiration level in at least one aspect of
the environment.
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According to the rational model, the aim of search
is to find information of the decision criteria and
their weights on which the relative desirability of
alternatives can be determined. The search activities
for alternatives can be greatly reduced since the
alternatives listed in the proforma is quite
exhaustive. The innovative alternative will be designed
only if the existing alternatives are regarded as
unsatisfactory. Principals have to search for the
possible consequences of different alternatives. They
want to know to what extent the alternatives will lead
to an improvement of the actual performance and close
the performance gap.
The dimensions of the search behavior to be
studied in this paper are the scope of involvement, the
sources of information and the intensity of search. The
scope of involvement is defined as the extent to which
principals involve the Management Boards and their
subordinates in organizational decision-making
processes. The sources of information include the mass
media, the Education Department, the board of managers,
other principals, deans, teachers, students, journals
and individual memory. The intensity of search refers
to the estimation of the amount of resources (i.e.
time, effort,inconvenience, money) put in search
behavior. The greater is this amount, the higher will
be the intensity. Since the estimation is subjective,
it will be measured in ordinal sense.
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Search will be terminated when one alternative is
considered satisfactory. The more intensive is the
search the higher will be the cost and the possibility
of finding a better alternative will be smaller. At
last search will stop and the final choice will be made
when a principal feels that further search is not
worthwhile.
(5) Recommendation of the Principal
It refers to the recommendation of the principals
of individual schools indicating the extent to which
they would use Chinese as the medium of instruction. It
can be further separated into several recommendations:
the proposed year of implementation and the
language-medium model which shows subjects, levels,
streams or a combination of these grouping methods in
which Chinese will be used as the medium of
instruction.
Sampling
The sampling method used in this study is of the
nonprobability type. Information was collected in
three steps: an initial survey and two personal
interviews. In the initial survey, a letter (see
Appendix 1) was sent to the principal of each of the
246 aided secondary Anglo-Chinese schools in Hong Kong.
They were asked to complete a one-page questionnaire
and return it to the researcher in a stamped envelop
enclosed. The questionnaire (see Appendix 2) was
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designed to collect information of the search behavior
of the principals (i.e. the scope of involvement, the
sources and the intensity of search) and their
recommendations. Then, those principals, who returned
the questionnaire, were classified according to their
search behavior. There are six options in the scaled
question of the scope of involvement. High involvement
includes options.(a), (b), (c) and (d) where decision
is eventually made by the principal himself. Low
involvement includes options (e) and (f) where decision
is made by consensus or delegation. The sources of
information are classified as outside school (external
sources) and within school (internal sources). The
external sources include School Management Committee,
parents, other principals. Education Department
officials, mass media and academic journals. The
internal sources include academic dean or prefect of
study, department heads or panel chairmen, teachers and
students. Intensity refers to the time and effort
spent on various sources. Points are assigned to the
four options of intensity, i.e. nil- 1 point,
little- 2 points, moderate- 3 points and a lot
- 4 points. The intensities of the external and
internal sources are represented by the sums of points
obtained in the respective sources.
From the three dimensions of the search behavior,
eight groups can be identified. They are (1) high
involvement and high intensity in both internal and
external sources, (2) high involvement, high intensity
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in internal sources and low intensity in external
sources, (3) high involvement, low intensity in
internal sources and high intensity in external
sources, (4) high involvement and low intensity- in' both
internal and external sources, (5) low involvement and
high intensity in both internal and external sources,
(6) low involvement, high intensity in internal sources
and low intensity in external sources, (7) low
involvement, low intensity in internal sources and high
intensity in external sources, and (8) low involvement
and low intensity in both internal and external
sources. The quota sampling was applied where one
representative school was randomly selected from each
of the relevant groups. It is also called case cluster
method which was developed out of a desire to apply
some of the methodological strengths of survey sampling
to case study research (McClintock, 1979 Campbell,
1975). It was found that no school fell in groups (3)
and (7). Thus, only six schools were selected for the
interviews.
The study depends on decision-makers' descriptions
of their own decision-making behavior rather than on
participant-observer methods. The study focuses on the
search behavior of the principal however, one of the
department heads of the relevant subjects was consulted
as a counter check of the information provided by the
principal. Guarantees of personal anonymity were used




Once the six schools were selected, the principal
of each school was contacted by telephone and a
personal interview was scheduled. The interview would
begin with small talk to establish rapport. In order
to provide some structure to the interview, a
questionnaire was used to direct the questioning. The
first interview, which would last from 35 to 50
minutes, consisted of scaled questions (see Appendix
3). These questions were developed to collect
information of the performance gap and the nature of
the problem as perceived by the principal. The
interviewee was shown the questionnaire in order to aid
in understanding the questions and any choices for
response. Related opinions of the principal were
recorded by the researcher and were used to assist in
completing the questionnaire.
After the analysis of the first interview was
completed, a second interview was arranged with each of
the six principals. The second interview, which would
last from 25 minutes to one hour, consisted of
open-ended questions (see Appendix 4). These questions
were mainly about how the dicision was actully made in
the school. The interviewer presented questions
verbally and recorded-the responses.
In one of the interviews, some information needed
was not collected. A follow-up interview was conducted
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by telephone to acquire the needed data. This
telephone interview required 5 minutes.
Data Analysis
Findings from the interview are presented in two
formats, individual mini-case descriptions and summary
tables. Each of the six mini-case studies is presented
with a 5-6 page description. From these description
the reader may gain a general and basic appreciation
and understanding of the nature of the search behavior
of the principals. Case descriptions are presented in
Chapter 4.
In addition to the case descriptions, summary
tables (see Appendix 5) are presented to show the
distribution of all responses for the initial survey.
Discussion is provided in Chapter 5 to relate the study
results to the hypothesis and any generalizations
provided in the literature. Chapter 6 provides
implications of the results of this thesis and
suggestions are also made on the direction for further
research.
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Chapter Four: CASE DESCRIPTION
From the three dimensions of the search behavior,
eight groups can be identified. They are (1) high
involvement and high intensity in both internal and
external sources, (2) high involvement, high intensity
in internal sources and low intensity in external
sources, (3) high involvement, low intensity in
internal sources and high intensity in external
sources, (4) high involvement and low intensity in both
internal and external sources, (5) low involvement and
high intensity in both internal and external sources,
(6) low involvement, high intensity in internal sources
and low intensity in external sources, (7) low
involvement, low intensity in internal sources and high
intensity in external sources, and (8) low involvement
and low intensity in both internal and external
sources. It was found that no school fell in groups















The school was set up in an urban area with high
population density. It became an aided school only
four years ago. The school has AM and PM sections and
maintains a total of ten classes in each of the junior
forms. The instruction time was three and a half hours
shorter than the average in an ordinary grammer school.
The principal took up his post in september,
1986.
Initially the issue was introduced at departmental
(panel meetings. After the discussions in subject
panel meetings, three staff 'meetings were held. The
agenda and few introductory questions were provided to
teachers two or- three days before the meetings. At the
staff meeting, -the teaching staff reached a consensus
on the switch-of instruction medium to Chinese, but had
different opinions on the year of implementation.
Majority of teachers wanted it to be implemented later
than 1988. The principal, however, thought that if it
was right to do it, it should be done right away, since
difficulties could be tackled while many of the
teachers were relatively young. He also argued that
nothing would happen if no school were willing to make
the first move.
An attempt was also made to solicit opinions from
students. Much time and effort was also spent on
consulting with parents. The principal also sought
opinions from members of the School Management
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Committee, other principals of schools, government
officials, as well as information in the mass media and
academic journals. After obtaining information from
the various sources, the principal recommended to the
Management Committee the use of Chinese as the medium
of instruction. Starting in 1988, according to his
recommendations, Chinese will be used as the medium of
instruction at his school in all subjects except
English language.
At the interview, The principal stressed-that the
use of Chinese as the medium of instruction could lead
to more effective teaching and learning. He said that
there are many studies to substantiate this assertion.
This was very important because the students could
learn something before they left school. The principal
was very disappointed in the students' inability to use
English and their ability to use Chinese was also
described as unsatisfactory. He agreed that the loss
of exposure to English would result in a fall in the
standard of English. However, he believed that the
English standard of his school would not fall when the
medium of instruction was switched to Chinese. The
present practice was that the classroom instruction was
completely in Chinese except for a few technical terms.
As an experienced English teacher, the principal
asserted that such kind of instruction would have
harmful effects on the learning of both English and
Chinese. He was very disappointed about the students'
results in the Certificate of Education Examination and
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the Junior Secondary Education Assessment Scheme. He
was quite sure that the switch to Chinese would have a
positive effect on examination results.
The principal believed that the problem of
classroom order and discipline could be improved if
Chinese were used as the medium of instruction.
However, he considered classroom order and discipline
in lower forms as already quite satisfactory.
The principal was not satisfied at the available
English teaching resources, and at the number of
teachers who specialized in teaching English. Teachers
who had majored in English were very difficult to find.
He disagreed that additional English teachers and
resources could avert a drop in the standard of English
due to the use of Chinese as the medium of instruction.
He regarded the positive discrimination measures of
the Education Department as quite an important factor
in shaping his recommendations.
The principal took the supply of good quality
textbooks written in Chinese as quite important in
making the decision. It was hard, he said, to expect
teachers to develop teaching materials for themselves.
He did not believe that there would be enough Chinese
textbooks for all forms and all subjects in 1989-1990
school year. He added that it depended on how the term
enough was defined. Three sets of Chinese textbooks
in each subject might be described as enough by some
people but they did not necessarily meet the needs of
teachers. He also doubted that the English-Chinese
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technical terms glossary and the training for teachers
would adequately prepare teachers for a wider use of
Chinese in the classroom.
The principal was very disappointed about the
quality of incoming students. He agreed that a
switch to Chinese would possibly affect the choice of
schools by parents and could lead to a fall in the
quality of F.1 students in the short run, but he
believed there was not much evidence about this issue.
In the long run, the principal believed that the
effects on student intake would be insignificant.
Parental attitudes would be more favorable to Chinese
owing to the changing political and social
environments. The school has been receiving Band four
and Band five students under the Secondary School Place
Allocation Scheme. In addition, 30% of the students
originally allocated transferred to other schools. The
present situation is so poor that the school had
nothing to lose. The-principal felt quite disappointed
about the school reputation and public image at the
time. How it would be affected by the switch to
Chinese was, however, uncertain. The principal took
the factor as unimportant in the-decision.
Last year, a questionnaire was sent to parents of
each student to seek information about their attitudes.
It was found that more than 80 percent of the parents
supported the use of Chinese as the medium of
instruction. According to the principal, this result
might have something to do with the low social-economic
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status of the parents. He regarded these attitudes as
quite important in the decision. He believed that the
parents' attitude would be unaffected by the small
pamphlet: Information for parents on the use of
Chinese as the teaching medium from the Education
Department.
Teachers' ability and attitudes on using Chinese
as the teaching medium were described as important for
effective implementation of the decision. Public
opinion (expressed through mass media) and the attitude
of the School Management Committee members were both
described as quite important while the decisions of
other schools were decribed as unimportant in making
the recommendation. The principal said that he had
prior knowledge about the attitude of the School
Management Committee.
The `principal had no information on how other
schools would make their decisions and he considered
this as unimportant.
The principal thought the teachers did not have
enough information to make a sound decision. But he
did not believe that they shared the same opinion on
this matter with the Management Committee. Thus there
would be conflicts when they discussed this matter.
He did not think the changing political factors
were important in this decision. The principal was
uncertain that English is essential for students'
further studies and career prospects though he thought
that students' future was important. He was quite sure
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that students could use Chinese in the Advanced Level
Examinations in the future.
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School B
The school was set up in Tsuen Wan by a popular
charitable organization a few years ago. In the first
three years, students of the school had their lessons
in another school in the afternoon and the running of
the school was far from satisfactory. The situation
has improved when the school moved to a new premise in
a public housing estate two years ago. The principal
realized that the running of the school was getting on
the- right track and it was too risky to switch to
Chinese.
Before making the recommendations to the School
Management Coma i tee, the principal discussed the matter
at the Academic Committee, the members of which include
the academic dean and all panel chairmen. Those
present in that meeting were quite passive and they
reached an agreement on the matter with no difficulty.
The principal spent a lot of time and effort on the
discussions with his subordinates whereas little time
and effort were spent collecting opinions from
students, parents and principals of other schools. The
principal had not consulted any other external bodies
such as the School Management Committee and the
Education Department. After obtaining information from
the above sources, the principal did not recommend the
use of Chinese as the medium of instruction. He
believed that most students would be able to adjust to
Engish in the higher forms.
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The charitable organization adopts a hands off
policy on its educational services and, hence, the
principal was free to develop the medium of language
policy with the help of his subordinates. During the
interview, the principal stressed that English is
essential for further education. Using Chinese as the
medium of instruction in lower forms would not help the
learning of English. The students would have to face
the learning of English sooner or later, and the school
needed to prepare their students for higher education.
The principal cited one secondary school to show that
using English as the sole medium of instruction in F.1
could be quite successful since the students could
reach a certain level of fluency before they were
promoted to senior forms. That school received band
one'° students under the Secondary School Place
Allocation Scheme.
The principal pointed out that since Cantonese is
only a regional dialect, subjects should be taught in
Putonghua if Chinese is to be used as the medium of
instruction.
The principal agreed that, other things being
equal, teaching and learning would be more effective if
the medium of instruction were Chinese. This factor
was considered as one of the most important criteria of
the decision. The principal was quite disappointed
about his students' ability to use either English or
Chinese well. This was recognized as a common
ohenonenon among Hong Kong secondary schools. In his
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school, only at the matriculation level was the medium
of instruction entirely in English. Before 1986,
teachers had never discussed the using of Chinese as
the medium of instruction in any formal meeting. He
strongly agreed that the loss of exposure to English
would result in a fall in the standard of English. He
admitted that this was a very important factor in
determining his recommendation to the Management
Committee.
The principal was disappointed about.the students'
results in the Certificate of Education Examination.
Although these results were important, they depended on
the initiative of the individual student instead of the
medium of instruction. He doubted that using Chinese as
the medium of instruction could lead to an improvement
in the public examination results.
The principal believed that the problem of
classroom order and discipline could be eased if
Chinese were used as the medium of instruction, but he
considered classroom order and discipline in the lower
forms as already being very satisfactory.
The principal was quite satisfied with the
existing amount of English teaching resources and the
number of teachers who specialized in teaching English.
He did not believe that additional English teachers and
resources could avert a drop in the standard of English
due to the use of Chinese as the medium of instruction.
He stressed that a high degree of exposure is a must in
order to learn English. Consequently, he regarded the
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"positive discrimination measures of the Education
Department as unimportant in shaping his
recommendations.
The principal took the supply of good quality
textbooks written in Chinese as quite important in
making the decision. He believed that there would be
enough Chinese textbooks for all forms and all subjects
in 1989-1990 school year, but the quality of these
coming Chinese textbooks would be uncertain.
He strongly believed that a switch to Chinese
would affect the choice of schools by parents and would
lead to a fall in the quality of F.1 students. He
said that this factor was very important in making his
recommendation. The quality of incoming students was
decribed as quite satisfactory in this school. The
principal observed that this quality of new students
was improving and was expected to be even better in the
future.
The principal felt quite satisfied about the
school reputation and public image at the time. The
effect of using Chinese as the medium of instruction on
the school reputation and public image was considered
unimportant in the decision-making process.
The principal was quite certain that parents and
students favoured the use of English as the medium of
instruction since the District Board of Tsuen Wan had
conducted a survey on the attitudes of parents,
students and teacher on this matter. He believed that
the Darenta-l attitudes would be unaffected by the small
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pamphlet: Information for parents on the use of
Chinese as the teaching medium put out by the
Education Department.
Teachers in the school did not support the use of
Chinese as the medium of teaching. Their attitude was
described as important for effective implementation of
the decision. Public opinion expressed through the
mass media, the decisions of other schools and the
attitude of the School Management Committee members
were described as unimportant in making the
recommendations. Furthermore, principals of other
schools in the same district were not willing to switch
to Chinese.
The principal did not think the teachers had
enough information to make a sound decision but he
believed that they shared the same opinion on this
matter with the School Management Committee. Thus
there would be little conflict when they discussed this
matter.
He did not think the changing political factors
were of any importance in this decision. The principal
was very certain that English is essential for




This -Catholic technical school was set up in
Aberdeen several decades ago. Intially the issue was
introduced at subject panel meetings where teachers
examined the possibility of using Chinese as the medium
of instruction in their particular subjects. Later, a
staff meeting, where members of the School Management
Committee were presented, was held to determine the
extent of the switch to Chinese. They reached a
consensus on the matter. At the interview, the
principal said that he spent little time and effort on
discussions with the academic dean and the department
heads whereas more time and effort were spent on group
discussions with all the teaching staff. No attempt
was made to solicit opinions from students, parents and
Education Department officials. Little time and effort
were spent on consulting principals of other schools,
mass media and academic journals. After obtaining
information from the above sources, the principal
recommended the use of Chinese as the medium of
instruction. Starting from 1988, Chinese will be used
as the medium of instruction in Mathematics and
Intergrated Science in all F.1 and F.2 classes. Social
Studies classes and Religion classes in all junior
forms will also use Chinese as the medium of
instruction. In the staff meeting, they had consider
the option of using Chinese as the medium of
instruction in only some classes in a form. It was
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turned down because of the increased work load of
teachers and the desire of uniformity.
At the interview, the principal stressed that the
use of Chinese as the medium of instruction could lead
to more effective teaching and learning. This factor
was considered as one of the most important criteria of
the decision. Before 1986, some teachers had expressed
that using English as the medium of instruction was
ineffective. They suggested providing supplementary
notes in Chinese but they never thought of using
Chinese textbooks or setting examination papers in
Chinese. The principal, however, did not approve this
suggestion as he thought it was a drastic reform. The
principal was quite disappointed about the students'
ability to use both English and Chinese. Although he
agreed that the loss of exposure to English would
result in a fall in the standard of English, he
believed that additional English teachers and resources
could avert a drop in the standard of English due to
the use of Chinese as the medium of instruction.
The students' results in the Certificate of
Education Examination satisfied the principal. He
believed that the switch to Chinese would have positive
effects on these examination results. In the
discussion of the results of F.3 scaling test, the
principal did not think the test had any significant
impact on the medium of instruction decision.
The principal believed that the problem of
.classroom order and discipline could be improved if
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Chinese were used as the medium of instruction but he
decribed the classroom order and discipline in lower
forms as already quite satisfactory.
The principal was not satisfied at the available
English teaching resources, and at the number of
teachers who specialized in teaching English. Teachers
who had majored in English were very difficult to find.
He regarded the positive discrimination measures of
the Education Department as quite an important factor
in shaping his recommendations.
The principal took the supply of good quality
textbooks written in Chinese as quite important in
making the decision. He believed that there would be
enough Chinese textbooks for all forms and all subjects
in 1989-1990 school year. The quality of the coming
Chinese textbooks would be, however, uncertain. He
also believed that the English-Chinese technical terms
glossary and the training for teachers would adequately
prepare teachers for a wider use of Chinese in the
classroom.
He was not sure that a switch to Chinese would
affect the choice of schools by parents or would lead
to a fall in the quality of incoming students. He
admitted that this factor would be very important in
making his recommendation. The principal was not
willing to reveal the average band number of student
intake. He only said that it was stable over time and
was expected to remain stable in the future.
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The principal felt quite satisfied about the
school reputation and public image for the time. How
it would be affected by the switch to Chinese was,
however, uncertain.
The principal had no information about the
attitudes of parents and students though he regarded
these attitudes as quite important in the decision. He
believed that the parents' attitude would be unaffected
by the small pamphlet: Information for parents on the
use of Chinese as the teaching medium put out by the
Education Department.
Teachers' ability and attitudes on using Chinese
as the teaching medium were described as important for
effective implementation of the decision. Public
opinion (expressed through mass media) and the attitude
of the School Management Committee members were both
described as quite important while the decisions of
other schools were described as unimportant in making
the recommendation.
The principal thought the teachers had enough
information to make a sound decision. However, he did
not believe that everyone of them shared the same
opinion on this matter as the School Management
Committee. Thus there would be a little conflict when
they discussed this matter.
He did not think the changing political factors
were of any importance in this decision. The principal
believed that English is essential for students'
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This Catholic secondary grammer school is located
in the New Territories and has a feeder primary school
established by the same church. For a long time
teachers in this school were dissatisfied about using
English as the medium of instruction for a long time.
In 1985, the switch to Chinese was discussed first in
the various panel meetings and then with the vice
principal and the panel chairmen individually. The
principal also attempted to ascertain the opinions of
students on this matter. Considerable time and effort
were spent on collecting information from members of
the school management committee and the Education
Department officials. Relatively little time and
effort were spent on consulting parents and principals
of other schools. Among the outside sources, he spent
a lot of time and effort searching through the mass
media and academic journals. Finally, the principal
decided, with the support of the School Management
Committee, to use Chinese as the medium of instruction
in Social Studies and Religion in all F.1 and F.2
classes starting from 1985-1986. This arrangement
satisfied the principal and, as a result, no further
discussion on this matter was held in 1986 in
connection with the circular.
As this study focuses on the search behavior in
the decision-making process, the research asked the
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principal about his anticipation and how he perceived
the matter as in 1985. Before the decision was made,
the principal agreed that the use of Chinese as the
medium of instruction could lead to more effective
teaching and learning. This factor was considered as
one of the most important criteria in the decision.
The principal was quite disappointed about his
students' ability to use either English or Chinese.
Although he agreed that the loss of exposure to English
would result in a fall in the standard of English, he
believed that the additional English teachers and
resources could avert a drop in the standard of English
due to the use of Chinese as the medium of instruction.
The principal agreed that the high standard of English
was a very important goal of a school.
The principal was quite disappointed about the
students' results in the Certificate of Education
Examination while the results in Junior Secondary
Education Scheme satisfied him. He believed that the
switch to Chinese would bear positively on these
results.
The principal believed that the problem of
classroom order and discipline could be improved if
Chinese were used as the medium of instruction but he
described the classroom order and discipline in the
lower forms as already quite satisfactory.
The principal was not quite satisfied about the
existing amount of English teaching resources and the
number of teachers who specialized in teaching English.
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Teachers with university degree in English were very
difficult to find. He regarded the positive
discrimination measures of the Education Department as
being very important in shaping his recommendations.
The principal took the supply of good quality
textbooks written in Chinese as very important in
making the decision. He believed that there would be
enough Chinese textbooks for all forms and all subjects
in 1989-1990 school year. He also believed that the
English-Chinese technical terms glossary and the
training for teachers would make teachers well prepared
for a wider use of Chinese in the classroom.
The principal was quite satisfied about the
quality of F.1 students allocated to his school.
Among the six F.1 classes, three classes were Band one
and Band two students and only about ten students were
Band five. This intake distribution was quite stable
in the past. The principal did not agree that a switch
to Chinese would affect the choice of schools by
parents or would lead to a fall in the quality of F.1
students. He admitted that these factors were very
important in making his recommendation.
The principal felt quite satisfied about the
school reputation and public image at the time. How it
would be affected by the switch to Chinese was,
however, uncertain.
The information about the attitudes of parents and
students was described as quite sufficient by the
principal.' He regarded these attitudes as very
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important in the decision. He believed that the
parents' attitude would be unaffected by the small
pamphlet: Information for parents on the use of
Chinese as the teaching medium put out by the
Education Department.
Teachers' ability and attitudes on using Chinese
as the teaching medium were described as very important
for effective implementation of the decision. The
attitude of the school management committee was also
very important. The principal had good knowledge of
the attitudes of both teachers and the management
committee members. Public opinion expressed through
mass media was described as very important while the
decisions of other schools were described as
unimportant in making the recommendation.
The principal thought the teachers had enough
information to make a sound decision. He did not
believe that all of them shared the same opinion on
this matter as the School Management Committee.
Teachers had conflicting attitudes on whether Chinese
should be used as the medium of instruction in only
some classes or in all classes of the same form. They
had held a special meeting to resolve this problem.
The uniform model was preferred as they did not want to
have discriminatory practices on their students.
He thought the changing political factors were
important in this decision. The principal was quite
certain that English is essential for students' further
studies and career prospects in Hong Kong and overseas
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and, hence, very important in this decision. Whether
or not students could use Chinese in the Advanced Level
examinations was also an important factor.
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School E
This technical school is going to celebrate its
20th anniversary in the coming school year. Before
1978, the school was one of the five modern schools in
Hong Kong. The decline of the modern school seemed to
have great influence on the attitude of the principal
toward the policy of the Education Department. During
the interview, he also expressed his disappointment on
the discovery appoarch in the teaching of science
subjects and the communicative appoarch in the teaching
of English. All together, the school has 13 classes
from F.1 to F.5. It is so small that the principal
could afford to discuss the matter with most of the
teachers individually. Some of the discussions were
carried out in the corridors and in restaurants when
they were having their lunch together. Among the
outside sources, the principal consulted the principals
of other schools. No attempt was made to collect
opinions from parents, Education Department officials,
mass media and academic journals. The final
recommendations were made by the principal himself.
In this school, Chinese has already been used by
most teachers in classroom teaching. In 1984-85 school
year, a teacher suggested to use Chinese as the medium
of instruction in Metal Work in lower forms. This
meant notes and examination papers would be in Chinese.
This suggestion was turned down in a staff meeting as
teachers in senior forms did not want to switch to
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Chinese and, hence, students would have difficulties in
learning when they are promoted to F.4.
The principal originally recommended the use of
Chinese as the medium of instruction in Social Studies
and Geography. Geography teachers, however, strongly
objected to switch to Chinese because there was no good
Chinese Geography textbook. Starting from September,
1986, the medium of instruction-in F.1 Social Studies
was already in Chinese. As expected F.1 students had a
better understanding of the subject content. The test
and examination results, however, showed no improvement
as the average student could not express himself in
written Chinese either. In addition, F.4 students had
the option to choose the language they use in both the
internal examinations and the Certificate of Education
Examination. They could also choose to sit for the
syllabus A of English Language Certificate Examination.
The principal found that only two F.4 students chose
Chinese in Metal Work and another one in Geography.
The principal agreed that, other things being
equal, teaching and learning would be generally more
effective if the medium of instruction were Chinese.
He also thought that more information was required to
support this opinion, however. Effectiveness in
teaching and learning was not considered one of the
most important criteria in the decision. The principal
was not satisfied with his students' ability to use
Chinese or English. He was quite sure that a loss of
exposure to English would result in a fall in the
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standard of English. He did not. think that high
standard of English was a very important goal. of a
school.
On the whole, the principal was disappointed about
the results of Certificate of Education Examinations
and the Junior Secondary Education Assessment scaling
test. When discussing student achievement in public
examinations, he considered it important but he was
uncertain that using Chinese as the medium of
instruction would have a positive effect on the
examinations.
The principal believed that the problem of
classroom order and discipline could be eased if
Chinese were used as the medium of instruction but he
decribed the classroom order and discipline in lower
forms as already being quite satisfactory.
The principal was quite satisfied at the
availability of English teaching resources and at the
number of teachers who specialized in teaching English.
He believed that additional English teachers and
resources could avert a drop in the standard of English
due to the use of Chinese as the medium of instruction.
He regarded the positive discrimination measures of
the Education Department as unimportant in shaping his
recommendation. In fact, the school can get an
additional graduate teacher of English only if half of
the relevant periods in F.1 to F.3 adopts Chinese as
the medium of instruction.
82
The principal took the supply of good quality
textbooks written in Chinese as very important in
making the decision. He believed that there would be
enough Chinese textbooks for all forms and all subjects
in 1989-1990 school year. He also believed that the
English-Chinese technical terms glossary and the
training for teachers would adequately prepare teachers
for a wider use of Chinese in the classroom.
The principal was very disappointed about the
quality of F.1 students allocated to his school. He
was quite sure that a switch to Chinese would lead to a
fall in the quality of F.1 students. He said that
this factor was important in shaping his
recommendation. The school is now receiving Band 4 and
Band 5 students under the Secondary School Place
Allocation Scheme.
The principal was uncertain about the effect of
the switch to Chinese on the school reputation and
public image, which he felt unsatisfactory at the time.
This effect was considered unimportant in deciding
whether or not to use Chinese as the medium of
instruction.
The principal had no information about the
attitudes of students and parents on this matter even
though he thought their attitudes were important. He
did not think they had been influenced by the small
pamphlet: Information for parents on the use of
Chinese as the teaching medium put out by the
Education Department.
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Teachers,'on the whole, did not support the use of
Chinese as the teaching medium. Without their support,
the principal said the proposal could not be
effectively implemented. Public opinion (expressed
through mass media), the attitude of the School
Management Committee and the decisions of other
schools were described as important by the principal.
The principal did not think the teachers had
enough information to make a sound decision and there
would be a little conflict when they discussed this
matter. Members of the Management Committee were not
familiar with the language issue, but they supported
the decision of the principal. In fact, the Committee
approved the recommendations of the principal in five
minutes time.
He thought the changing political factors were
important in this decision uncertainty existed,
however, since information was insufficient. The
principal was certain that English is essential for
students' further studies and career prospects in Hong
Kong and overseas. This was the major reason why the
teachers did not agree to switch to Chinese. Whether or
not students could use Chinese in the Advanced Level




This school was set up in the Yaumati area for
more than 20 years. The principal is a middle-age
gentleman who has been in the present post so long that
he knew the attitudes of the members in the School
Management Committee on this matter. He asked the
panel chairmen to discuss the matter only in their
respective panel meetings and they have never put it on
the agenda of a staff meeting. According to the
principal, panel meetings of all relevant subjects
suggested to use Chinese as a medium of instruction in
lower forms. The final recommendations were, however,
made by the principal himself. The principal did not
spend time and effort soliciting opinions from
students. Among the external sources of information,
the principal had consulted only the School Management
Committee and principals of other schools. Members of
the School Management Committee are leaders in other
educational institutions. They stressed the importance
of providing English education in this school. After
obtaining information from the above sources, the
principal did not recommend the use of Chinese as the
medium of instruction.
During the interview, the principal stressed that
the declining enrollment in Chinese middle schools
reflected the failure of the use of Chinese as the
medium of instruction in Hong Kong. The suggestion in
the medium of instruction circular was a step backward
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and the goverment schools should take the lead.
According to the principal, teachers in the school
agreed unanimously on using Chinese as the medium of
instruction but the School Management Committee said
that the basic aim of the school is to provide an
English education.
The principal agreed that, other things being
equal, teaching and learning would be more effective if
the medium of instruction were Chinese. This factor,
however, was not considered as one of the most
important criteria in the decision. The suggestion of
using Chinese as the medium of instruction was made by
the teachers from time to time. Owing to the objection
of the School Management Committee, they never have had
the prinicipal's approval. The principal did not find
the standard of Chinese language of his students
satisfactory, and was also very disappointed about his
students' inability to use English. He was quite sure
that the loss of exposure to English would result in a
fall in the standard of English. He admitted that this
was a very important factor in making his
recommendation to the Management Committee.
The results of Certificate of Education
Examinations in the school varied among subjects. The
pass percentages were below average in some subjects.
On the whole, the principal was disappointed. When
discussing the effect on students' achievements in
public examinations, the principal said that if his
school alone switched the medium of instruction to
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Chinese, his students could have better achievements in
the Certificate of Education Examinations. When all
other schools did the same thing, the effect would
obviously be neutralized. He considered the public
examination results as important but he had little
information about the medium of instruction decisions
in other schools.
The principal was quite satisfied with the English
teaching resources available, and at the number of
teachers who specialized in teaching English. He did
not believe that additional English teachers and
resources could avert the drop in the standard of
English due to the use of Chinese as the medium of
instruction. No wonder he regarded the positive
discrimination measures of the Education Department as
unimportant in shaping his recommendations.
The principal took the supply of good quality
textbooks written in Chinese as very important in
making the decision. He showed great concern for the
quality of the coming Chinese textbooks and doubted
whether they would be good enough to replace the
English textbooks now available.
The principal was quite sensitive in discussing
the quality of F.1 students allocated to his school.
He was not willing to reveal any figure but stated his
subjective disappointment. In the second interview, he
said that about 60% of all F.1 students allocated under
the Secondary School Place Allocation Scheme are Band
3.
87
He believed that a switch to Chinese would lead to
a fall in the quality of F.1 students. To support
this reasoning, he even gave the names of some newly
established schools that recieved the brightest F.1
pupils in their districts because they used English as
the sole medium of instruction. He said that this
factor was very important in making his
recommendations. The effect on the school reputation
and public image, which the principal felt was
satisfactory for the time, was considered as very
important in deciding whether to use Chinese as the
medium of instruction.
The principal was almost certain that parents
favoured the use of English as the medium of
instruction. Their attitude was unaffected by the
small pamphlet: Information for parents on the use of
Chinese as the teaching medium from the Education
Department. This also played a critical role in the
decision.
Teachers in the school supported the use of
Chinese as the teaching medium but their attitude was
described as unimportant by the principal. Public
opinion expressed through mass media was also
considered unimportant by the principal. The decisions
of other schools was described important whereas the
attitude of the School Management Committee members was
very important in making the recommandation.
The principal did not think the teachers had
enough information to make a sound decision. Nor did
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they did share the same opinion on this matter as the
School Management Committee. In fact, the principal
had a hard time to reconcile the conflict.
The principal did not think the changing political
factors were of any importance in this decision. He
was almost certain that English is essential for
students' further studies and career prospects in Hong
Kong and overseas. He stressed the importance of this
factor since the government and large corporations
insist on fluency in English as a basic requirement for
employment.
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Chapter Five: FINDINGS AND DISCUSSION
This chapter presents the results of data
collected in the initial survey. All tables referred
to here can be found in Appendix 5. An attempt is also
made to interrelate findings of the initial survey and
subsequent interviews, with reference to search
behavior in the decision making process.
the 5timuius or 5earcn
'erformance Gap and Search Behavior
Data from the interviews show that the magnitude
of performance gaps of Schools A and E are much greater
than the other four schools. Among the eleven aspects
of performance, only the classroom order and discipline
of students in lower forms were considered satifactory
in School A. (See p.1 of questionnaire in Appendix 4).
Only the availability of English teaching resources
number of English teachers, and the discipline of
lower-form students satisfied the principal of School
E. Other aspects of performance at these two schools
were regarded as unsatisfactory. At the other four
schools performance gaps were found only in three or
four aspects.
Principals of Schools A and E spent a lot of time
and effort soliciting opinions from their academic
dean, the panel chairmen, and other teachers. This
suggests that there may be a positive relationship
between the performance gap and search intensity with
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reference to internal sources. No particular pattern
can be found between the performance gap and the search
intensity with reference to external sources. The
search behavior in external sources is, however, quite
different. School A spent a lot of time on collecting
information from sources outside the school while
School E did very little.
This result seems to support findings discussed in
the literature [Cyert et al. (1963) Alexis et al.
(1967)) that search is stimulated by a problem. A
problem is recognized when there is a performance gap,
i.e. actual performance falls short of the aspiration
level. The results of this study show that search will
be more intensive within the organization than outside
it.
Problem Recognition and Search Behavior
At the interviews, the principals or all 51x
school admitted that long before 1986 their teachers
were not satisfied at the effectiveness of using
English as a medium of instruction. Only school D,
however, had discussed this matter formally in school
meetings and switched the medium of instruction to
Chinese. In fact, as can be seen from Table 4, only
one school used Chinese as the medium of instruction
before 1985.
This observation implies that problem recognition
is not a sufficient condition of search behavior. This
confirms the findings of Lacho (1969) and MacCrimon
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(1974). The managers do not look for problems by
themselves they are most often stimulated by others
inside and outside the organization.
Search may be avoided because of its costs. As a
rational person, the principal might decide not to
search when estimated costs exceeded the expected
benefits.
The costs of search include time and effort spent
on it and other possible sacrifices. For example,
there might be pressure to use Chinese as the medium of
instruction in group or individual discussions., If the
principal recommended the switch of teaching
instruction, he would have to face the possible
objections from the School Management Committee,
students and parents. There might be a sudden drop in
the average band number of student intake since, before
1986, the principal would have had no reason to expect
nhPr srhnn1s to switch to Chinese too.
Search as a Result of the Positive
Discrimination Policy
From the interview data, it can oe rouna LL1dL Lc1C
majority of the principals started to collect
information on the language issue after they received
the medium of instruction circular from the Education
Department. The results of the initial survey show
that only 6.4 percent of the principals had not
discussed this matter with their subordinates and only
one principal had delegated the decision to one of his
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subordinates. (See Table 1). Though all principals had
spent time and effort on this matter, the extent of
their expenditure varies greatly. These findings
suggest that the policy of the Education Department is
the most important stimulus of search behavior by the
principals.
Principals decided to search because the
perceived benefits exceeded the costs of search. As
discussed in the section of the positive
discrimination policy in Chapter 2, we found that the
circular put out by the Education Department had great
influence on the costs and benefits perceived by the
principals. We could not observe the widespread search
behavior if the above changes in costs and benefits did
not exist.
What to Search
Importance of Teachers' Attitude
In the interview the principals admitted that
heir teachers' attitudes were the most crucial factor
hey wanted to ascertain before making their
-ecommendations. This is confirmed by the finding in
the initial survey. The majority of principals spent a
Lot of time and effort on soliciting opinions from
their subordinates. (See Table 2). The attitudes of
administrative staff, the academic dean and the panel
.hairmen, are especially important since they exercise
leadership in academic affairs and on the subject
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panels. They have a great influence on the effective
implementation of the decision and, hence, this finding
supports the theories of Vroom et al. (1973).
In the interview, it was found that the principals
considered the switch of the language of teaching on a
subject-by-subject basis and they did so in light of
the opinions of the subject panels. In School E, the
principal proposed the use of Chinese as the medium of
instruction in Geography but this proposal was rejected
by the subject teachers. All principals except that of
School F reached agreement with the teachers on the use
of the teaching medium. In School F. the final
recommendations of the principal were in contradiction
to the consensus of the teachers. He wanted to do this
because he knew his School Management Committee
insisted on teaching in English. This principal
admitted that he had had a hard time persuading his
teachers to accept the final decision.
This finding suggests that a principal has little
power to make a decision opposed by the teachers if its
implementation depends on the co-operation of those
teachers. If the principal's decision were different
from theirs, tremendous time and effort would have to
be spent by the principal in arriving at the decision
as well as getting it implemented.
Nature of Alternatives Evaluated
In evaluating the options of using Chinese as
InnriuAn of teaching subject-by-subject, principals in
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Schools A. C, D and E depended on the attitudes of
teachers. The grouping-by-stream models were raised in
the meetings of Schools C and D but were quickly turned
down as the teachers thought that these options might
cause confusion. Uniformity was a very important
consideration in their evaluations teachers did not
like to see different languages used as medium of
instruction in different classes of the same form
level.
The grouping-by-subject model was also recommended
by the principal of School D despite the fact that the
school was taking students from Band one to Band five.
In fact, only eight principals reported that they would
adopt the grouping-by-stream models in the future. No
principal reported that he had fully evaluated
different language of teaching models before selecting
the most-suitable one. It was found in the initial
survey that 82 principals (52.9%) decided not to
recommend any changes. Obviously, this was the
simplest solution to the problem. This agrees with the
generalized belief in the literature that search begins
by considering obvious and simple solutions.
Starting from September 1985, School D adopted
Chinese as the medium of instruction in two subjects in
F.1 and F.2. The principal spent a lot of time and
effort on this matter during the 1984-85 school year.
He also held special meetings to design the language of
teaching model in his school. In the interview, the
researcher was told that there was no discussion on the
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language issue again after receiving the circular from
the Education Department in 1986. The principal was
quite satisfied with his 1985 decision.
This supports Simon's (1945) pioneer discussion of
programmed and unprogrammed problems. If the problem
is programmed and a routine is developed, no further
search is required.
Acceptance of an Alternative
From imformation obtained by the interviews,
recommendation of the principal of all six schools were
accepted by the School Management Committee. This is
only logical since the views of members of the
committee have previously been taken into account by
the principals in the formulation- of his
recommendation.
At the interview, all principals felt satisfied
with their decisions. This fact agrees with the
findings of Cyert et al. (1956) that the decision
makers are not goal-maximizers. They only want to find
a solution that is good enough instead of finding the
best one. This can be explained by the existence of
costs of search, as more time and effort has to be
spent on negotiating with the teaching staff before a
better solution can be formed.
Now to Search
The Scope of Involvement
26
Table 1 shows the scope of involvement of 149
principals. Most of them (86.6%) held group
discussions with their subordinates. However
information obtained from the interviews show that the
scope of involvement cannot be explained by the factors
outlined by Vroom et al. (1973). It was found that the
principal with very low involvement agreed strongly
that teachers' agreement was very important for the
effective implementation of a decision. Some
principals agreed that their teachers had insufficient
information to make a sound decision, yet they still
held group discussions with their subordinates. Three
principals who held discussion with their teachers did
not think their subordinates shared the same opinion on
this matter as the School Management Committee. These
contradictions are possible because one of Vroom's
assumptions does not hold in decisions about the
language of teaching. Vroom's model assumes that the
manager must have some area of freedom or discretion in
determining the solution adopted. In this study,
however, principals generally do not perceive
themselves as having this discretionary power. Another
explanation is that the group discussion is viewed as
having value in itself. It is an efficient means to
communicate with the teaching staff. It is also useful
in giving the teaching staff the impression that their
opinion is valued. It may be employed to solicit
opinions or to sell the proposal in mind to the
subordinates.
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The Sources and TntPnsity of RParrh
The intensities of search in different sources are
shown in Table 2. About 90% of the principals in the
initial survey indicated that they had spent either a
moderate amount or a lot of time and effort in
soliciting opinions from their teaching staff. A
closer examination of the data reveals that the
administrative staff is consulted more intensively-than
the ordinary teachers. The majority of the respondents
spent a little or a moderate amount of time and effort
in collecting opinions from the members of the School
Management Committee and the principals of other
schools. Relatively little time and effort was spent
on the sources outside the schools such as the parents
and the Education Department officials. The least time
and effort of the principals was spent on collecting
the opinions of students.
The different intensities in various sources can
be explained by Vroom et al. (1973). The intensity of
search behavior will be low if the principals think
that people in that source of information are unable to
offer a sound solution and/or their cooperation is not
important in the effective implementation of the
decision. If they do not think so, the intensity will
be high. The high intensity of search among the
teaching staff may also suggest that since the
principals normally do not supervise classroom
teaching, any policy concerning classroom practices
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requires the support of the teaching staff. Hence, it
is important and necessary for the principal to spend
time and effort discussing the matter with their
teachers. By doing so, the principals could save the
future supervisory work.
Scope of Involvement and the Intensity of Search
The principals who did not hold group discussion
with their subordinates tend to spend less time and
effort on soliciting opinions from various sources as
compared with their counterparts who did. (See Table 7
and Table 9).
Table 8 shows the search intensity of principals
who made the decision themselves after group discussion
with their teachers. It shows that there is a positive
relationship between the intensity of search within and
outside the schools. The more time and effort spent on
the sources within the school, the more will be spent
on sources outside the school.
Tables 7, 8 9 suggest that the extent to which
the subordinates are involved in the decision-making
process is a weak predictor of the amount of time and
effort spent on various sources. Search intensity in
various sources may be related to the personality of
the principals, which is not a relevant variable in
this study.
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Sources of Information and the Intensity of Search
In the first round of interviews principals were
asked whether they had sufficient information about the
attitudes of students, parents, teachers, the School
Management Committee and other schools. (See
Questionnaire). Their answers were compared with their
responses in the initial survey. It was found that in
general little time or effort was spent on soliciting
opinions from the parents and students even though the
principals had insufficient information about their
attitudes. This is in spite of the fact that the
principals indicated that they considered these sources
as important to the decision making. This finding is
contradictory to many studies in the literature (Ebert
et al., 1975 Driscoll et al., 1965) which conclude
that uncertainty results in search to reduce it.
No one would deny that the aim of a school is to
provide educational services to students. Hence, the
views of parents and students should be of concern to
the school. Rationally speaking their attitudes should
play a dominant role in the medium of language
decision. The data from the interviews do not
substantiate this assumption. This may be due to the
nature of the publicly financed school, the absence of
parents' association', and the Chinese tradition of
respecting teachers and authority. The fact that
narpnts and students are not well organized to become
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an effective pressure group is another possible
explanation.
Searches are generally more intensive in sources
within the schools than those outside the schools. (See
Table 2). The observation agrees with the findings in
a study by Kefalas et al. (1973) that focus will be on
searching among those segments of the environment that
are controllable rather than those that are not.
Hence, the principals' behavior can be interpreted as
the desire to minimize the costs of search.
The Termination of Search
Acceptance of a Satisfactory Alternative
As mentioned earlier in the six schools, the
recommendations of all the principals were accepted by
the School Management Committee. Likewise the
principals' recommendations were significantly
influenced by the teaching staff in all schools except
in School F. In this school, the School Management
Committee was determined to provide secondary education
in the medium of English. In order to avoid conflict
with the Committee, the principal did not recommend a
switch of the language of instruction to Chinese.
In the second round of interviews, principals wer
asked whether they felt satisfied with their
recommendations. The principals of Schools A, B, C, D
and E unanimously felt satisfied, while the principal
of School F said that being disatisfied could not be
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helped. The policy of the School Management Committee
was there and the teaching staff and the principal
himself had to accept it. The term be practical was
heard several times during the interview with the
principal of School F. This finding confirms Simon's
theory that search will stop when the principal finds a
satisfactory alternative. Other more complicated
alternatives will not be discussed or evaluated. The
case of, School F also suggests that if a satisfactory
alternative cannot be found, the initial aspiration
will be considered too high and, hence, an adjustment
in the aspiration level will be called for (Cyert et
al., 1963).
Other Findings
The Determinants of A Decision
At the interviews the researcher found that,
except for School F, teachers' attitudes had the
greatest influence on the language of teaching issue.
Chinese would be used as the medium of instruction in
subjects for which teachers were willing to accept the
changes. The extent of using Chinese as the language
of teaching varied greatly among the four schools in
which principals recommended a change in the medium of
instruction.
In School A, Chinese would be used as a medium of
instruction from F.1 to F.3 in all subjects except
English Language. One may attribute this to the poor
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student intake of School A which is receiving Band 4
and Band 5 students in the Shamshuipo area. School E,
a technical school in the Southern District of Hong
Kong Island, also has been receiving Band 4 and Band 5
students, but this school would use Chinese only in
Social Studies. The principal of School C was not
willing to disclose the average band number of the
incoming students. As School C is also a technical
school situated in the same district as School E, the
band number of incoming students was probably close to
that of School E. School C, however, decided to use
Chinese as language of teaching in Mathematics and
Integrated Science form F.1• to F.2, and in Social
Studies and Religion from F.1 to F.3. The extent of
the switch in the language of teaching in School C was
much greater than that of School E.
In School D, 50% of the incoming students form the
Sai Kung area were Band 1 and Band 2, 40% were Band 3
and Band 4 and 10% were Band 5. The principal in this
school recommended the use of Chinese as a teaching
medium only in Social Studies and Religion from F.1 to
F.2. School F received mainly Band 3 students from the
Yaumatei area and recommended not to switch the medium
of instruction to Chinese.
One thing in common for the four Schools A, C, D
E is that they all adopted the grouping-by-subject
model. This means that in any one subject, all classes
in the same form use the same medium of instruction-
either Chinese or English. The acceptance of these
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simple solutions is the result of the search behavior
of the principal as discussed in Section 2 of this
chapter.
As expected, the four principals who recommended
the switch in the language of teaching to Chinese are
serving in schools with relatively poor student intake.
The English standard of Band 1 and Band 2 students
received by School D in Sai Kung area is expected to be
lower than that of their counterparts in the urban
areas. In addition, it was found that the principals
of the 15 grant schools that returned the questionnaire
in the initial survey did not recommend the use of
Chinese as the medium of instruction. This is easy to
understand since student intake in these schools should
be relatively high and these students would have no
difficulty in pursuing their formal studies in the
medium of English.
It was also found in the interviews that the
extent of using Chinese as the medium of instruction
will be greater if the principal did not have
sufficient information on whether English was essential
for the employment and further studies of their
students. English was considered very important for
better employment and further studies in schools that
did not recommend the use of Chinese as the language of
teaching. Principals of School A and School C
disclosed in the interviews that very few of their
students would have post-secondary education and their
future fobs would require little English.
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In the interviews, all principals agreed teaching
and learning would be more effective if Chinese were
used as the medium of instruction. This view, however,
did not lead to a recommendation of using Chinese as
the language of teaching. It implies that this factor
is not a very important criterion in the decision.
This implication is, however, contradictory to another
finding in the interviews that teaching effectiveness
was regarded as the most important factor in the
principals' evaluation of the medium of instruction
issue. This contradiction may indicate that-in the
minds of the principals there is a divergence between
what ought to be and what is. As teaching
effectiveness is difficult to measure, this
contradiction will persist without causing any
emotional imbalance on the part of the principals.
In the first interviews, principals were asked
whether they were satisfied with the English teaching
resources and the number of teachers who specialized in
the teaching of English. It was found that their
responses were closely related to their
recommendations. Principals of School A and School D,
who recommended greater use of Chinese as the language
of teaching, were both disappointed about the English
teaching resources and the number of teachers with an
English major. The principal of School D, who
recommended the use of Chinese as a medium of
instruction in two subjects from F.1 to F.2, was not
satisfied with the existing English teaching resources.
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These three principals considered the encouragement of
the Education Department in terms of additional English
teachers and teaching materials important in the
decision. The principals of Schools BY E F thought
that this encouragement was not important in the
decision. They were satisfied with the availability of
resources and the number of teachers who specialized in
the teaching of English. Hence, they did not recommend
the use of Chinese as a medium of instruction or, as in
School E, the extent of using Chinese was too small to
get the additional benefits.
This finding suggests that the recommendations
depended on- how the present situations and the
consequences of the decision were perceived by the
principals. The same policy may be perceived
differently by different principals. The higher the
value placed on the benefits of a recommendation, the
more likely the principals are to adopt that
recommendation.
In the interviews, the principals of School C and
D, which adopted Chinese as the medium of instruction,
did not agree with the statement that the quality of
incoming students will fall if more Chinese were used
as the teaching medium. Even though the principal of
School A agreed with the above statement, he thought
the effects would be unimportant and, hence, he also
recommended the use of more Chinese in all relevant
subjects. The principals of School B F strongly
Mn' with the above statement and, hence, they did
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not recommend the use of Chinese as a medium of
instruction. These findings show that recommendations
are related.to the expected effects of the decision on
the quality of incoming students.
Another finding from the interviews is that those
principals who considered the decisions of other
schools important, tended not to switch the medium of
instruction to Chinese. This indicates that some
principals were quite conscious of the competition for
bright students. They were afraid that if they
recommended changes in the medium of instruction while
other schools in the same school net did not follow
suit, parents would regard the use of Chinese as an
indicator of a lower academic standard. The schools
could not receive bright students if many parents were
not willing to choose these schools in the Secondary
School Place Allocation Scheme.
Proposed Year of Implementation
The initial survey shows that only one school
adopted Chinese as the medium of instruction before
receiving the language of teaching circular from the
Education Department. (See Table 4). The majority of
the principals (73%) decided to implement the switch in
the language of teaching after September 1988, where
the positive discrimination policy comes into
operation.
Scope of Involvement and the Recommendation.
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Table 6 shows that no particular pattern existed
between the scope of involvement and the
recommendations of the principals. This finding is
contrary to common sense belief that if a principal
decides not to switch to another medium of instruction
he would not bother to hold group discussions with
the teaching staff. This leads to the expectation that
the principal would have relatively small scope of
involvement if he did not recommend the use of Chinese
as the medium of instruction.
This finding, however, supports our analysis in
Section 2 of this chapter. Principals generally did
not exercise discretionary power in this decision.
Their recommendations mainly reflected the attitudes
and willingness of their teaching staff.
Search Intensity and the Recommendation.
Table 10 shows the intensities in internal and
external sources of the principals who recommended to
is about the distribution of search intensities for
principals whose recommendations were not to switch tc
Chinese.
No pattern can be found from these two tables.
This finding suggests that the recommendations of the
principals were not affected by the search intensity it
different sources.
switch the language of teaching to Chinese. Table 11
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Chapter Six: IMPLICATIONS OF THE STUDY
This chapter presents the implications of findings
from the study for the management of schools and for
further studies. Attention is given to the role of
search behavior of principals in the decision-making
process.
Implications for Management of School:
This study finds that principals generally do not
look for problems by themselves they are more often
stimulated by others inside and outside the schools.
Problem recognition by the administrators alone is not
a sufficient condition of search behavior. Of course,
there will be benefit if a problem is solved.
Principals, however, will make no attempt to solve the
problem if the cost of searching for a solution is too
excessive. The changing environmental factors and the
positive discrimination policy of the Education
Department will have influence on the estimated cost
and benefit of search and, hence, on the search
behavior of the principals.
The cost of search is unavoidable. The policy of
the Education Department will have a better chance to
be implemented if it is designed to reduce the cost of
search, or to increase the benefit of search, or both.
Search begins by considering obvious and simple
solutions. It stops when the principals find an
solution that is good enough. Thus, termination of
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search is likely to occur prematurely and further from
optimality. It seems to be the job of the policy
makers to figure out how to stimulate further search
that will serve to improve the quality of the final
solution.
It is found in the study that principals in aided
secondary schools generally have little power to make a
decision opposed by the teachers particularly if its
implementation depends on the co-operation of those
teachers. Teachers' attitudes play a determining role
in the medium of instruction decision. Understanding
what contributes to their attitudes and how these
attitudes could be changed will ordinarily lead to a
better implementation of the policy.
Implications for Further Studies
This study finds that principals generally did not
?xercise their discretionary power in the medium of
instruction decision. Teachers had a great influence
on the language of teaching decision. This influence
may be smaller in other decision areas. The allocation
of power in different decision areas is important for a
better understanding of the school management in Hong
Kong.
The finding of the study supports the view that
the cost of search is important in the decision making
process. There will be no search or the search will
terminate prematurely if the cost of search is too
excessive. It is interesting to test these hypothesis
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again in different decision areas so that the role of
search can be further analyzed.
When the teachers' attitudes were totally
different from those of the School Management
Committee, the principal is faced with a difficult task
of reconciling these different views. Direct
communication between teachers and the School
Management Committee may lessen the stress of the
principal. It is worthwhile to study the function of
the Consultative Committee where teachers, principals
and members of the School Management Committee discuss
the school affairs together.
This study also finds that parents play a
negligible role in the medium of instruction decision.
It is interesting to have a comparative studies of the
parental role in school management in different regions





SCOPE OF INVOLVEMENT IN THE MEDIUM OF INSTRUCTION DECIS1UN
Scope of Involvement Number of Schools Percentage of Schools
(a) I made the decision myself, 1 0.6
using information available to
me at the time.
(b) My subordinates provided the 9 5.8
necessary information to me,
then I made the decision myself.
(c) I discussed the problem with my 9 5.8
subordinates individually, then
I made the decision.
(d) I discussed the problem with my 33 21.3
subordinates in group(s), then
I made the decision.
(e) I discussed the problem with my 96 61.9
subordinates in group(s), then
we agreed on the final decision.







INTENSITY OF SEARCH IN VARIOUS SOURCES OF INFORMATION
Sources Time and Effort Spent
Nil Little Moderate A lot
School Management Committee 16 11.7 52 38.0 54 39.4 15 10.9
Academic dean, prefect 2 1.5 7 5.2 66 48.9 60 44.4
Department heads, panel chairmen 0 0 5 3.4 64 43.2 79 53.4
Teachers 2 1.4 13 8.9 93 63.7 38 26.0
Students 46 34.8 61 16.2 22 16.7 3 2.3
Parents 53 39.8 46 34.6 25 18.8 9 6.8
Other principals 11 7.7 55 38.7 59 41.5 17 12.0
Education Department officials 54 40.9 45 34.1 27 20.5 6 4.5
Mass media 31 23.0 53 39.3 46 34.1 5 3.7
Academic journals 30 22.4 52 38.8 45 33.6 7 5.2




RECOMMENDATION OF THE PRINCIPAL IN THE MEDIUM OF INSTRUCTION DECISION





Remark: "Yes" means the principal recommended using Chinese as a medium of
instruction to a greater extent. "No" means the opposite.
TABLE 4
PROPOSED YEAR OF IMPLEMENTATION











EXTENT OF USING CHINESE AS MEDIUM OF INSTRUCTION
IN VARIOUS SUBJECTS AND FORMS
SUBJECT FORM 1 FORM 2 FOME 3
All Some All Some All Some
All relevant subjects 15 1 8 1 9 1
Mathematics 22 7 18 5 15 5
Integrated science 26 5 20 4 12 4
Physics 1 1 2 1 2 4
Chemistry 1 1 2 1 2 3
Biology 1 1 2 1 2 3
Social Studies 11 2 9 1 5 1
History 14 4 9 5 8 5
E.P.A. 29 2 24 3 20 3
Geography 13 5 11 4 8 5
Religion/Ethics 42 1 36 0 32 1
Remark: This table shows the number of schools which would adopt Chinese as a





SCOPE OF INVOLVEMENT BY DIFFERENT RECOMMENDATIONS
Scope of Involvement RecommendationYes No
(a) I made the decision myself, 0 1
using information available to
me at the time.
(b) My subordinates provided the 3 5
necessary information to me,
then I made the decision myself.
(c) I discussed the problem with my 5 4
subordinates individually, then
I made the decision.
(d) I discussed the problem with my 11 20
subordinates in group(s), then
I made the decision.
(e) I discussed the problem with my 44 51
subordinates in group(s), then
we agreed on the final decision.
(f) I delegated the decision to one 1 0
of my subordinates.
Remark: "Yes" means the principal recommended using Chinese as a medium of of
instruction to a greater extent. "No" means the opposite.
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TABLE 7
SCOPE OF INVOLVEMENT (a, b and c) BY INTENSITY IN DIFFERENT SOURCES
Search Intensity Search Intensity in Internal sources
in




















Remark: Points of intensity in internal (external) sources are obtained by
summing up the points reported in the individual internal (external)
sources. "Nil" is assigned with 1 point, "little" with 2 points,
"moderate" with 3 points and "a lot" with 4 points. Letters in the
table stand for different scope of involvement, reported by the
principals. Please refer to Table 6 for their meanings.
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TABLE 8
SCOPE OF INVOLVEMENT (d) BY INTENSITY IN DIFFERENT SOURCES
Search Intensity Search Intensity in Internal sources
in




















Remark: Points of intensity in internal (external) sources are obtained by
summing up the points reported in the individual internal (external)
sources. "Nil" is assigned with 1 point, "little" with 2 points,
"moderate" with 3 points and "a lot" with 4 points. Letters in the
table stand for different scope of involvement reported by the
principals. Please refer to Table 6 for their meanings.
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TABLE 9
SCOPE OF INVOLVEMENT (e and f) BY INTENSITY IN DIFFERENT SOURCES
Search Intensity Search Intensity in Internal sources
in




















Remark: Points of intensity in internal (external) sources are obtained by
summing up the points reported in the individual internal (external)
sources. "Nil" is assigned with i point, "little" with 2 points,
"moderate" with 3 points and "a lot" with 4 points. Letters in the
table stand for different scope of involvement reported by the
principals. Please refer to Table 6 for their meanings.
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TABLE 10
RECOMMENDATION (YES) BY INTENSITY IN DIFFERENT SOURCES
Search Intensity Search Intensity in Internal sources
in




















Remark: This table shows the number of schools the principals of which
recommended the use of Chinese as a medium of instruction. Points of
intensity in internal (external) sources are obtained by summing up the
points reported in the individual internal (external) sources. Nil is
assigned with 1 point, "little" with 2 points, "moderate" with 3 points
and "a lot" with 4 points.
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TABLE 11
RECOMMENDATION (NO) BY INTENSITY IN DIFFERENT SOURCES
Search Intensity Search Intensity in Internal sources
in




















Remark: This table shows the number of schools the principals of which did not
recommend the use of Chinese as a medium of instruction. Points of
intensity in internal (external) sources are obtained by summing up the
points reported in the individual internal (external) sources." Nil" is
assigned with 1 point, "little" with 2 points, "moderate" with 3 points
and "a lot" with 4 points.
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I am a student on the Master of Arts (Education)
programme of the Chinese University of Hong Kong.
Presently I am writing my thesis, under the supervision of
Dr. Benjamin Chan, on the search behavior in the decision
making process in aided secondary schools. It is for this
reason that I am writing to you for assistance.
Accompanying this letter is a questionnaire by which
I wish to collect some data for an initial survey. It is
ny sincere hope that you may have the time to fill in the
juestionnaire and return it to me in the stamped envelope
enclosed.
Completing the questionnaire would-only take about five
minutes.






QUESTIONNAIRE USED FOR THE INITIAL SURVEY
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QUESTIONNAIRE
1. In 1986, the Education Department sent a circular to your school asking the
school authority to decide when and to what extent your school would use
Chinese as the medium of instruction. As the principal of your school, it
is assumed you have to make recommendations to the Management Committee.
In making such recommendations, which one of the following decision making
style did you adopt? Please tick only one from among the six options.
(a) I made the decision myself, using information available to me at
the time.
(b) My subordinates provided the necessary information to me, then I
made the decision myself.
(c) I discussed the problem with my subordinates individually, then I
made the decision.
(d) I discussed the problem with my subordinates in group(s), then I
made the decision.
(e) I discussed the problem with my subordinates-in group(s), then we
agreed on the final decision.
(f) I delegated the decision to one of my subordinates.
2. The following might be some possible sources from which you sought information
before making the recommendations of the decision to the School Management
Committee. Please tick the appropriate boxes to show the amount of time













Little Moderate A lot
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3. The final recommendations to the Management Committee:
(a) Using Chinese as the medium-of instruction in more subjects and forms.
Yes No
(If your answer is "No", do not go on to items (b) and (c).)
(b) The proposed year of implementation:





















QUESTIONNAIRE USED FOR THE FIRST INTERVIEWS
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一 、 閣 下 對 貴 校 近 年 在 下 列 各 方 面 的 表 現 ， 是 否 滿 意 ：















1. 中 一 學 生 的 入 學 成 績 。
2. 中 三 評 核 試 成 績 。
3. 踐 五 會 考 成 績 。
4. 學 生 的 心 智 發 展 。
5. 初 中 的 課 室 秩 序 。
6. 初 中 學 生 的 紀 律 。
7. 英 文 教 師 的 數 量 。
8. 英 文 教 學 資 源 的 數 量 。
9. 學 生 運 用 英 文 能 力 。
10. 學 生 運 用 中 文 能 力 。
11. 校 譽 及 對 外 形 象 。
二 、 ‘ 閣 下 在 去 年 探 討 母 語 教 學 時 ， 認 為 下 列 因 素 在 貴 校 是 否 重 要 及
有 關 該 因 素 的 資 料 是 否 充 足 ：
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